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jii..ﬁbstract. : (,F
In. thie thesis consideration is given to the inter~relationships_
betyeen a number of Key concepts and regorts in educational and
general’ public adminigtration which have been produced over the

+ o
last decade, NetworKing is the inter—~connecting concept. In the

first half. of the thesis- th; ‘emphasis is on the current
r§!ation§hips between the ké;-themés and educaticnal and general
public administrative stru;egafs aﬁd strategies. In the second
half a wvariation 64 the "béainstormtﬁg“ tech;ique (involving -
purely the author rather than a group n; individuals) has been
used to p;;duCe a scanario of possible educational and general
¢ public adm[histrative skructurés and-strategées in the {988s and
98s (with an empﬁasis on the possible .inter-rélationships between

“these "structures and strategies, ‘ the Key themes, and

communications networks).

A case <tudy then follows which links the Key themes . and the
scenario by including discussion ‘ft one senior educational
administrator‘se perceptions of probable futures for a particular

education system.

It ie concluded that there s great potential .for new
technologies to assist with the restructuring of educational and
general public administration. Recommencdations on how this could

be achieved are given.

12
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11 this thesis consyéeration s qgiven &3, developments in

telecommunications ard computing technologies in ‘relation to
possible educational and general public administrative structures
and strategies which could be:imp¥emented in the 1988s and %8¢.
Consideration is given in particular to structurec and strategies

considered in such reports as the Victorian Government White

Paper on "Strategies and Structures for Education in Victorian

.Government Schools® (the White Paper), Commonwedlih Reviews of

Public® Administration in the Australian Public Service (APS)
(specifically the "Royal Commission into Australian Gouernﬁent
Administration” [RCAGAJ," the l'Reuiew of Commonwealth
Administration' [RCA], and the “Joint Management Rewview of ADP

Management Issues in the Australian Public Service™” [JMRI).

A number of themes appear .in both fthe RCAGA report <Dr. H. C.
Coombs was ihe Chairman of the RCAGAY and the White Paper (anu
Xess. explicitly in% the RCA Report). The JMR also includes
specific consideration of how a number of these themes cculd be
implemented 'using information technologies. In this thesis I
consider six of these fhemgs in detail - from the point of view
of both 'édgﬁattonal adrinistrative, and more :general public

administrative, structures and strategies.

These themes are:
¥ devol.tion;
¥ decentralisation;
¥ participation;
* consultation;

¥ co—-ordination; and



e

* networking.

I note that these themes are increasingly inter—connécted and
will become more so in the future. Specifically, consideration is
given to how networks <(with an emphasis on networke which
incorporate computer and telecommunications technologies> could

assist with the implementation of the Key themes.

Particular consideration is given to the different wares in which

these themes are interpreted in each of the reports analrsed.

Consideration is also given to the need for matrix approaches to
management in turbulent environments, and to how a number of
telecommunicatinns and computing technologies could assist with

the implementation of innovative organisational structures,

The “findings" section of this thesis involves the presentation
of a scenario of how educational and general public
administrative systems might be Operating up to 1995, with a
particular emphasis on the Key themes considered in the first
part of the thesis. The terms "educational® and “general public
administrative" are interpreted broadly in ihis scenario. The

scenario is decsigned to highlight a number of possible futures.

A case study followe which includes a Key component dealing with
one educational administrator’s wviews on the practicality of
implementing a number of the educational thrusts included in the

szenario (that is, with a focus on probable futures).

The Key conclusion of this thesis is that computer conferencing,
data processing, and other new technologies (including new
approaches to organisétional design) have agreat poteptial to

assist with the rectructuring of educational and general public

'~

. 14



administrative systems in the 1986s and 98s.

Recommendations on changes which need to be made now if the full
pbtentiat of thece new technologies is to be realised are

included.

-
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CHAPTER 1. REUIELL OE BRELATED | ITERATLRE

S;x ~themes have been selected\for aAdetailed literature review.
This review is limifed to the extent that I have concentrated on
more tﬁeoretical literature. In the body of the thesis I have
incluced much of the literature of direct relevance to

educational and gener..l publijc administration.

The selected themes are conceptually reiated in that they

directly relate, both individually and collectively, to problems

grelated to networking and to potential structures and strategies

|

for education and general public administration in the future.

In the csecond part of the review of related literature I outline
the ke¥ reports I have selected, and give a brief introduction to

how they relate to the key themes.

REVIEW QOF RELATED LITERATURE ON KEY THEMES

I have attempted to include much of the literature resviewed
within the main body of this thesis. In this section I will,
bhowever, give a brief outline of some of the material which has

been written broadly around the Key themes.

-~

1-1. CO-ORDINATION

Co;ordination is a Key part of managing. A report of the
Parliamentary. Joint Committee of Public Accounts (JCPAY has
defined managing as invelving *...initiating, guiding, and
evaluating. Thus.management is decision-making and getting things
done by other people. In order to manage successfully there is a
need to be able to mgtfvate people, to COmmuniéate to them what

they should be doing, what results should be achieved, and how to

16
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achieve them." (JCPA,; 1982, p. 7.

Co-ordination relates to monitoring systems, ana vnsuring that
goale and objectives are achieved (it is thus related more to the
guiding and evaluating components of the above definition than to
the initiating component). In order for evaluation to occur, it

is necessary that objectives be specified in measureable terms.

It is interesting to note, in relation to this that "At one stage
the Cofinittee (of Inquiry into the S.A. Public Service in the
mid-1978s1 requested existing departments to ‘state their
objectives, the purposes for which they.exist’. The report noted
that ‘only a small hinority could point to authori tative
statements of their cbjectives, readily available and recently
reviewed’ . AS a result it proposed that the objectives and
functions of dep;rtments shopld be ‘clearly set out’ and ' be
‘available to serve as terms of reference’ to staff and

public...”." (Jaensch, 1978, p. 78).

-

Dror has indicated that *Clarification of aims is vital in order
to provide standards for the appraisal of various alternatives."
(Dror, 1971, p. 248). One Key aspect of co-ordiration inuﬁlves
choosing between alterhatiue strategies, Over time this involves
eua!uatipg current strategies and choosing tc cSntinue with those
which are found to be more effective and effiﬁient. Without clear
aims it is not possible to evaluate which strategies are the most

effective.

It is essential, where evaluations take place, and it is found

that resources are not being used efficiently orf effectively,

“that it be possible to re-aliocate these resources. For example,

*

T
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it has been said that *"The umaJor weakness in Victoria‘s
autonomous agencies has been .the absence of machinery <or
disbanding them wwhen they no longer artéqplate and implement
significant social values." (Holmee, 1978, p. 189). Such a re-
allocation of resources ;s much easier for Ministers when dealing
with components of their Departments than when dealing with
statutory authorities for which they are Pesponsible but over
which they do not have complete ;ower of direction. However, the
ability +to re-allocate resources is not sufficient to ensure
effective co-ordination., As Chapman has.pointed cut *"No amount of
tinkering with organizationa!'§tructures can reduce the npeed for
properly qualified, competent officers.” (1978, p. 294>. It is

also necessary that administrators be allocated sufficient

resources.

Co-ordination in government is not Jjust a problem in Australig.
In Tanzania it has been observed that *...at present, each
functional officer is responsible only to hic own Ministry in Daf
es Salaam, so that it is gxtremely di¢+ficult to work out 'a
Regional or District develozment or problem—-solving scheme which
calls for co-ordinated actfonl' (Nyerere, 1972, p. 1>. This
problem has also been recognised in Australia. The RCAGAH
initiated the déve}opment (on a pilot basis)‘of~ a co-ordinéted
approach to regional service delivery. “The NOW centre (North
west One stop Welfare centred was‘opened in Coburg in July 1975,
It aimed to proyide a single location for various commonwealtbh,
state, and local government depar tments and voluntary
organizations to deliver <services of variocus Kinds ’to the
community." (Painter, 1978, p. 245>. It was also found that this

approach facilitated a more participatory response from citizens

18 -



in that "...the centre has succeeded generally in providing a

mo.re .pleasant environment for "fronting up* to officialdom.”

(Painter, 1978, p. 245).

Participation by citizens can facilitate the identification of
alternative goals and oanctiv;s, together . with the "value
constructs® upon which these are based. As Hegderson has pointed
out “A persistent condition underlying social conflict is the
differing set of subjective assumptions and ievels of awareness
by which groups perceive the same objective set of circumstances,
Often the only time that such underlying percéptions‘can be made

explicit, then explored and mediated; 1is when they clash in an

open confrontation.” (1978, p. 239).

Power is a Key theme in considering such open confrontations, or
in analysing such concepts as devolution. “Weber defines ‘power”
(Macht) as the probability that an actor will be able to realise

his own objectives even against opposition from others with whom

he is in a social relationship.” (Giddens, 1971, p. 156).
1-2 DEVOLUTION

Devolution refers to the transfer ofupower and responsibility
from one group within a government or administrative system to
another group further from the centre of pow}r within that system
(Victoria, 1988, p. 112, The emphasis is generally on devolving
power st that people can have more influence on policies which

directly affect them.

Devolution is increasingly being seen as & solution to system
breakdowns resulting from these systems being too large to allow

for a co-ordinated appreoach to societal problem-solving., However,

19
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it is important to reaf%se that somé issues will still require a
n;tiona! input i€ they are to be handled effectively, Forﬁ
example, “ﬂ.fin the United States...it is now conceded that the
problems created by populatfon growth and urban concentration are
too big to be handled by the States or cities alone." . (Brennan,
1972, p. 44). The emphasis should be on devotving:powers which
can be more effectively co-ordinated at the local level, rather
than <simply on’breaking—up large systems which are not operating
effectively. Where systems are not operating effectively in  an
area which requires a substantial national input, the emphasis
shpu!d instead be on re-designing the system to allow for

effective management (often this will involve the wuse of

distributed computer networks).

Devolution can create difficﬁlties in situations where power is
deuo[ued to local units, but where the central authority (and
Minister ultimately) still retains accountability for that area,.
For example, "The [W.A.) Department [of Educationl implementéd a
cecentralisation policy to devclve decision making by creating
regional offices. The fundamental principles guiding this
devolution of authority were stated as:

(a) decisions are more effectively made in the light of 1local
' circqmséances; ‘
(b) persons affected by a decision should participate in making
the decisibn;. 3
{c) the Minister for Education remains responsible for the
education system, irfespective of who makgs the deéision; and

(d) the public are entitled to demand accountability for funds

expended and outcomes achieved.” (Neesham, 1978, p: 23).

In the case of W.A. it is clear that what is talked about s

20



decentralisation. rather than devolution, in that responsibility

is- not transfered, and in extreme situations the Minister

¢

maintains the power ¢ direction.

More generally, insufficient thought seems tc have been given to
the question of how a Minister can remain responsible for an area

over which he has no ability to give direction. In management

~

t ' )
there 1is a general principle that it is inappropriate toc make a

position responsible for an activity if the person holding the.

\
\poshtion does not have complete control over the area.

1-3. PARTICIPATION

Elliot and Elliot have argued that "...the word “participation’
has a number of meanings. In general it suggests that individuals
or groups are in some way able to directly influence and be

involved with decision-making." (1976, p. 138).

-

As well as having a number of interpretations, participation as a
concept has a long history. "It would...be misleading to suggest

that the question of participation within dempcratic srstems is a

new one for it has preoccupied political thinkers for centuries.”

(Higgins and Richardson, {1976, p. S5). In the UK "Over the last

decade a renewed interest in encouraging more direct public

participation in services provided by both local and central
government bodies has been reflected in a number of govérnmgnt
acts, reports and white papers.” (Crousaz et al., 1978, p. 1. In
the US& *The M\fgdera} government has required citizen
participafion in variéds.progrkms since the §938s,- when farmers
were brought into decisioﬁ;mqking about cro§ ;{!otments.' (Domme1

and Associates, 1982, p. 15).



Historically, there are examples of participation ;s an integral
part of citizenship. *In the GreeK polis every man - that ‘is,
. a
every dfreg citizen ~ was a =zoon.politikon: the social and
political were inextricably fused, and there was no .separate

sphere of the ‘political’." (Giddens, 1971, p. 5.

In wvarious programs in the USA and Australia there has been an
attempt to recreate to some degree such an idealised situation.

A}

’In the USA, "Federal legislation in the health field requires the
lcreaticn of community commitiees for funding; p;rtiqularly in
those areas related to minority—group services.,”™ (Fantini gnd
Gittell, 1973, p. 118). The neeq for local (and, in particular,
disadvantaged communi ty) participatiqn in federaf!y—fundeq

programs in Australia has been recognised since the early 1978s

in fielde as diverse as education and health. One author has gone

as far as to suqgest that "There were some aspects of Federal

Labor Government policies [in the 1978¢] in the field of social
welfare (especially the Australian Assistance Plan (AAP)), which
indicated that one major purpose was to increase the involvement
of the community in defining its own needs." (Chapman, 1982, p.

173 .

It has been argued that *...human beings do have power to control

technglogy, but...this power is naot at present evenly distributed

between . individuals and groups in society.” (Elliot and Elliot,

1976, p. 101>, Participation in governmental processes (at all
levels) relates to questions of power'— *...the powerless see
community control ‘as a way not only to make institutions more
responsiye to theirlneeds but also to exercise their share of

[}

‘power within society.* <(Fantini and Gittell, 1973, p. 8.

. . R2



However, “What democrats fear is th;t participatory processes of
decision-making will favour articulate minorities just as much as
more old fashioned processes.” (Higgins and Richardson, 1974, p.
18>, This  fear is heighteéned by the fact that *...there is a
great deal of evidence suggesting that a decisive factor in
ipf!uenciné the extent to which people participate i; politics

and gét involved in voluntary group activity is the length of

f§ormal education they have been exposéd to.* (Sharpe, 1979, »p.

"28), 1t is also of concern that *Numerous studies'have noted a

a 4

lrelationship between social class or status and community

i
i

participation.* (Parkum and Parkum, 1988, p. 1568),

However, participatory theorists would argue that one of the main
reascons that people with lower status soc rarely participate in
societal decision-making processes is that they are given little
opportunity to do so. *“One of the main tenants of ‘participatory:

theory” is that the experience of participation wili<lead to an

~enlarged abitlity to’participate and that experience of lower

levels of control may lead to an interest in higher levels and

hence towards the ultimate goal of ‘participatory democracy’."

. (Elliot and Elliot, 1926, p. 194>,

It mar be because  of the fundamental relationship between
participation and power that *"The larger expecéations [resulting
from the RCAGA report) about responsiveness and participation,
dispersal of bureaucratic power and the diffusion of government
structures have not been realised." <(Chapman, 1%82, p. 27).
Certainly it would be naive to expect participation to result’ in
a reduction in conflict between the bureaucracy and cilizens. The
#écgument that "...what seems to be needed is po!ic?-makfng

machinery to resolve the political conflict pfaqning programmers

-
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provoke among experts and specialisfs, as well as among the
general! public." (Holmes, 1978, p. 184} would appear to be =a
false hope when seen in this tight - the best one\Eoutd hope for
would be conflict based on a true perception of the facts, rather
than a reduction in conflict as such between competing interest
groups.

-

One of the Key barriers to grvater community participation in

'oversigﬁting government programs' is thi&t of professional

autonomy. Yates his pointed out that ",..in contirast to the

qoctrine of pluralist democracy, “neutral competence" gives

substantial political power and authority to administrators

rather than to citizens and elected officials.” (1982, p. 24>, 1t

also needs -to be recognised that *...administrators in a public
bureaucracy can only strive forcprofessional autonomy at the

expense of external accountabi!fty.'—(Scott, 1972, p. 198).

*"A major reservation expressed by many professioﬁals about
‘participation’, is that it tends to prolong the dialoque beyond
the point of being useful, especially if there is a failure to
agree on the plan being debated.” (Elliot and Ellioct, 1976, p.

172,

+
Al

Social trends will doubiless continue to place pressure on
bureaucracies to permit increased participation. Fo; example,
"The ¢trend to egalitarianiem in our society may be expected to
increase participatéon.* (Bennett, 1986, P " 4y. However,

participation should not be seen as & “panacea" in all

circymstances because *...,a truly decentralized participatory

system will tend to be highly responsive to the needs of the

members in each participatory locality, but will tend to neglect

]
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inter—local, inter-regional and national! needs, both of tie

ailocative (qig., social Jjustice) type and those which are best

gerved collectively (e.g.s; & priming of the economy).,™ (Etzioni,

1971, p. é4>. Taking this into account "One of the most
interesting features of recent decentralist reform has been the
effort of central authorities to prdmote participation at the

lotat”level."'<Magnusson, 1979, p. 1312, This may be explained if

one considers’ that the emphasis has been on having the

‘participatioﬁ focus on issues of local rather than nationat
~ Q

k
iconcern.

%he relationShip'between decentralisation and‘ pérticipation is
illustrated by the fact thE},'Distributed decision making seems
to be a prerequeisite [sicl tg meanfngfu! participition. But'the
éecentra%isation ‘which makes this possible is not necessarily

good, as wunlimited local variations can lead to organisational

Ch&OS-' (Benl.l@tt, 1988’ pl 6)-

Also, "In its most developed form participation...means that the

citizen is dicectly concerned with every level of the decision-

making process. This implies & considerable deunlution of power,

and consequently the decentralization of the decision-makKing
process, in an attempt to enlarge the democratic and self-
determining powers of  the individual or group.* (Elliot and

Elliot, 1974, p. 139),

There are, however, difficulties in implementing such a concept.

These are reflected in the fact that *[Anl...argument commonly

used against greater participation is that it is ineffﬁdiﬁpf.‘

(Higgins and Richardscen, {976, p. ©>. 1t has been argued that

*...involving the commdnity directi§ in the planning'process will

25 - )



~ .o, : .

. , .
make the planning period a more difficult and & 1longer one."

*

(Fantini and Gittell, 1973, b. 188). Higgins and Richardson have =~

also iﬁdicated that “Once open discussioé becomes the basis of

g decisioqs,//fhen they tend to take an ino?dinate length ogymee.“
’ . (1976, p.' 11). There is clearly a‘trade;off be twaen traditional
interpretations of_;hqrt-te?m efficiency and the need for
‘ﬁartiﬁipation. However, in the longer term there is no question
that allowing for partjcipation will often tend to result in more
-~ ~ i"stable” decisions and a more efficient allccation of resources, -

\ :
‘particularly in areas where community groups can bring about
- . 1\

”.

pelicy change thriough the electoral process' or civil

.disobedience.
4

Reeearch has ‘found tha.:

. N
N o % “Part}cipation in an-organized group effort is more likely to
be ‘syccessful han randcm individual attempts to affect community
change."‘<Parkum and Parkum, 1988, p. 1468). This highlights the
benefits for individuals who hope to influence systems in a
parti&ularldirection (either within an organisation or in kocfety

at "large) to attempt to develop or join networks of individuals

or groups with simi\gr objectives,:

* "A cultural environment iﬁ which constvucéiue activiem is
strecsed and receives publicity ie impor tant bofﬁ for encouraging
\ people to participate in community sh§ping and ptanning and for
creating or opening up the actda% structures ‘for - such
participation.* (Parkum and Parkum, 1968, P 146>, This ﬁarf!r
explains the difficulty Qovernments sometimes face in gaining
input from a community which may, be unused to, and possibly

&

unaware of, the benefits which can potentially result 4From

‘
i

- .
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participation in governmental decision-m&king processes.

¥ Those with access to greater amounts of 'retaihed information"
(Smith, 1988, p. 4&9> tend, to particfpate more. “Retained
information' results from educational activities (of a formal or
informal nature), and from using sKills developed-in eéucattonal

activities.

* 'There‘ are limits to the éxtent to which participation is
possible. These 1lirits are set by the time available to: a
citizen, by his interest, and by the extent of his fatigue after
his other obligations to soéiety have begn discharged.” (Bennett,

1988, p. 1).

¥ "Citizenes are most likely to p@rticipate in government at the
local level given the higher transaction costs of dealing with

mure distant governments.; (Yates, 1982, p. 199).

* '.,.indivi&ﬁals active in one type of aiscretionary activity o{
a sociocultura!ly‘égcouraged sort are also likely to be active in
other typés‘Of encouraged discretionary act{uity.“ (Smith, 1788,
p. 482). = \

*
\

From the abové_ggiaonce it is reasonable to conclude that “The
‘:best location to prepare the citizen for increased policymaKing
role is in schools, whefi the necéssar} Knowledge and capabilities
should be developed as a basic part of the equipment needed by
every c}tizen iﬁ a modern urban de@o;ratic society.; (Dror, 1971,

p. 381), and that "An educated populace ic a precbnd;tion for .

improved par‘ticipation.* (Bennett, 1986, p. 2.
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{-4, DECENTRALISATION

Deceﬁtralisatipn in an organisational context refers to the
transfer of power ‘away from the centre of an organisation to
other parts of the organisation'<yictorka, 1988, 11>, Generally,
(but not necessaéi}y) these other parts of the organisation wilf

be geographically Jdispersed.

However, the term "...decentralization is an ambiguous word; it
has come to mean different things to different people.” (Fantini
1and Gittell, 1973, p. 12). Some interpret it in a purely physical
ﬁiahning sense;. This is understanaable in the Australian context
because “Austri?ia is the most urbanised society'in the world
with 88.5 per cent of its population living in cities." (Brennaé,

1972, p. 10.

7

Decentralisation <chould not be interpreted as always being
desirable. “Centralization, written law, and fixed rules were
originaﬁly regarded as 1§berating.t.lf you are & black in
Mississippi you are a lot better off dealing with a federal ccirt
oﬁerating under formal and univercalized rules than with a Io;a!
sherif? operating on the basis of personalized local criteria.”

(FerkKiss, 1972, p. 29).

One interpretation of - decentralisation }mphasises its

relationship with power., For example, Fantini and Gittell have
written that “pecentralizatfon [in an ;ducationai contextl deals
witlf the gouercnance of urban school systems. Since pclitics deals
with  powsc, it is not surprising ,thét t;is pattern of
particiation produces contréuersr.“ (1973, p. 45, Conflict is
not nece;sarily a bad thing - without it systéms would' tend to

stagnate. * "Many social scientists agree that change is a product

28
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of conflict, and that such conflict should be anticipated if any

significant shift in power is embodied in the plans “for urban

der»ntralization.” (Fantini and Gittell, 1973, pp. 19 - 28>. The .

relationship between conflict and changes in power relationchips
is also.reflected in the fact that *The ghetto riots which broke
out in the mid-19408s intensified the pressure  for

decentralizat?on in American cities.” (Magnusson, 1979, p. 139).

¢

It is consistent with a philosophy which 1inks decentralisation
\

with gower .structures to argue that "The Key to any decentralized
1vc:,ys.tevm lies in the ievél at which.decisions ar; made.* (Fantini
and Gittell,' 1973, p. 184). This is emphasised in the comment
that *...greater decentralization of services does not

necessarily mean that there will be increased citizen involvement

~relative to the delivery of such services." (Stenberg, 1972, pp.

12 - 13). Certainly if decisions are always made at a leve)
remote fraom the clients of the system such a “"decentralised®

system could not be defined as facilitating client participation.

In this context jt is relevant to consider that one critic of
centralisation has indicatea that 'Cent}alization 35
administratiog “tends to promote absentee control, and thereby
increasingly aéhieé to the individual the opportunity to make

decisions and to carry those respor<ibilities by which human

personality is nourished and developed." (Lilienthal, 1971, p.

.411). Ferkiss has pointed out that "Might not new forms of

technology...make poscible a greater degree of decentralization,

local autonomy, and individual freedom.” (1972, p. 38),

Research has shown that:

29

Siadikanie:F'n
TR
.



+ » . . ¢ .

# *“The higher the skill level of the manager, the -greatar the

“tgndency to decentralize." (Morris, 1968, p. 28). This is

e

relevant to both educational and public administrative systems
where skill levels are continually increasing: for’efample, the
entry level qualifications of administrators now as compared with

those of ten rears ago.

¥ "A side effect of decentralization is the training of a targe
number of experienced decision—makers." (Morris, 1968, p. 21>,
'This is interesiing to note in the context of the massive need

i - f
'for higher-level executives which is predicted to occur in the

APS over the next ten years as. a result of retirements from the

Second Division of the APS (JCPA, 1982, p. 1);

*¥ “Decentralized decision—mékers tend to view their roles as
being characterised by a degree of self~determination and
independence." (Morris, {948, p. 215. It is important to realise
that improved morale of workers does not necessarily .rean that
productivity is increased, or.that decentralised structures are
appropriate in a\!‘;ircumstances. However, if other things were
equal, this factor could well be a deciding one favouring a

decentralised structure over a centralised one.

¥ "The fewer the number of operational }inkages between the

components of an organization, the greater the tendency to

;decentralize.“ (Morris, 1968, p. 19). This would tend to imply

that it wouid be easier to decentralise those aspects of srstems
which do not iﬁter&ct with other components, rather than those
which do. A real danger here is that there may be superficial
analycis resulting in decisions to decentralise areas which in

the immediate context do not interact with other components in

30
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he Stitil<f6r éxuﬁhto,'ichoot cuéricurum) but which do so in the

Tonger %term,

k.“The greater {he urgency of a decision and the shorter the time
in which to make it the greater the Fendencr to centralize.®
(Morris, 1948, p. 19Y. This wéu!d explai; why decision~making
tends to be more centralised in emergency situations than in
si tuations wheré systeme are not under threat. This-is reflected
in the interest governments take in school councils which are not
operating effectively to the extent that th;y create adverse

»

publicity for the government of the day.

¥ "The greater the potential consequences of a decision, the more
TiKkely it il to be centralized.” (Morris, 1948, p. 19>. TaKing
this inteo {account, it is unlikKely that all decision-making
authority will ever be devolved to schools or area offices. The
devolution will tend to be in areas where mistakes will have only

a localised effect.

¥ “Top management attempt to reduce the “dangers’ of necessarily
decentralised control by establishing the bases of the delegated
decision-making, and the final outcomes of subordinates’
decisions, through established procedures and rules.* (Salaman,

!9?9’ pa 186) =

¥ "Given the limited human and organizational capacities Ffor
da;a-handiing, computation, and decision, decentralization will
be more effective than centralization.” (Morris, 1268, p. 19).
However, as computers become more.sophisticated, centralisation

of large systems, if desired, could be more viable.

It is interesting to note, in the context of the above research

~
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‘findings, _ the comment of one analyst that "The centralist trend

e

is a world wide phenomena.” (Brennan, 1972, »p. S). In the tight
of the research f{ndings outlined above it is prokabie that this
is ¢true in areas which have a large number of operational
linkages, where there is urgency in thé decision¥making process,
where‘ the consequences of mistakes would have ﬁa significant
impact, and where there is significant data-handling capability.
The education system at the school level is not perceived by many
to be characterised by the first three features, and the central

i . .
N ﬂoffices of most education systems (in Australia) are not

characterised by the last. This can be compared with the APS,
where some Departments have the above characteristics and others

do not.

"Strong feelings of anxiety have been raised in the State
qovernment sphere as a consequence of moves to regionalisation.”
(Chapman, 1982, p. 8). This comment is interesting when it is
taken together with the statement that “Because the movement for
decentralization hinges on the question of the distribution of
powers between central unit and its number of component parts, it
can appropriately be compared to the theory and experience of

s federaliem.* (Tantini and Gittell, 1973, p. 208).
1-5. CONSULTATION

/’ Consultation has a number of key features. It involves a sharing
of, and receiving feedoack on, information. (Victoria, 1988, p.
16). It could be argued that real consultation requires action to
Ee takeﬁ based on the feedback - otherwise the consultative

process will come to be seen as toKenistic.,

A society cannot be democragic,'in the most complete sense of the

. e
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word, if “consultation™ with the eTect;rateéextends purely to
regular elections. "A society is more or less democratic;
according to Durkheim’s terminclogy, ¢ to the degree that there is
. & two-way process of communication between the state and other

\

levels of society.” (Giddens, 197{, p. 1082).

Consultative processes, if they are to be credible, generally
require the participation of a wide range of citizens. They need
to be linked <closely to the policy-production system of

government if citizens are to he motivated to contribute.

Government structures themselves can implicitly discourage
citizen input - for éxample, “...admfﬁistratiue rationalisations
and new managerial technidbes have frequently increased the gap
be tween the provider and user and diminished community

involvement."” (Hadley and Hatch, 1981, p. 38).

Structu%a}n inhibitors —~ to consultation can be - partly oueréomr'
through the holding of governmgntal inquiries which allow for
public input, It has been said that "The contribution of
inquiries to the making of policy is chiefly to the intelligence
gathering section of the decision making cycle as conventionally
designated.” (Smith and Weller, 1978, p. 18). Government
inquiries have a role both in receiving and in distributing
information. However, in 'many cases they do not alléw for
feedback based on their reports., It is generally appropriate for
governments to cset aside a period for public input after
inquiries have reported publicly (even when those inquiries have
had a public input component) before maKing decisions, in order
to allow for participation by persons who may not have

contributed to the initial inquiry, but who may be affected by

.33




the recommendations.

1€ current technologies (such as4public inquiries) are wused to
facilitate broad-based consultation, the processes can be both
expensive &ndmtime-cunsuming; .Gﬁe writer has aségd: *Does our
familiar western represenfi‘éve democraéic éystem depené
ultimately sn a relatively acquiescent population?" (Higgins and
Rﬂfhardson, 1976, p. 11). Perhaps this may be the 'case if
conventional approaches are used to facilitate participation;
ihpwever, with new technologies consultation can be ‘much less
‘expensive and time-consuming. For example, "The family television

set could provide the citizen with information inputs on policy

options and choices, with the telephone serving as the output

device whereby the votes on issues could be instantly recorded at

the appropriate legisliative matrix." (Henderson, 1978, p. 291).

I+ new technology-assisted approaches to consultation were to be,

used more extensively in society, eventually "...the formality of
Royal Assent could be replaced by the more meaningful notion of
‘popular assent’, ascertained by. an electronic referendum,”

(Elliot and Elliot, 1976, p. 188).

However, even though it could be argued that new technologies

Al

could facilitate more effective consultation, *No reform is easy
to accomplish, least of all reforms which disturb privilege or

vested interests held in common by all shades of political
opinion.”™ (Brennan, 1972, Apé 14). If more participatory

consul tative processes  were /deueloped (as compared with
conventional representative app?oaches) it could be arqued that

this would not be supported b( many potzticxans, "since fewer

politicians would be requnred zh the actua! governing process,

- . ‘ | o | ::34
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In relation to consultation in the workplace (as compared with
government), it gould be argued that consultation béyond a token
level s difficult to achieve because "The prevailing goal of
many industrial designers is...to minimize human discretion and
to use technology to bind the individual to the exigencies of.the

machine.” (Elliot and Elliot, 1978, p. 32).

However, even though in the past “...technology has been used
§within industry as an instrument of control, manipulation and

'subordination by those in positions of power and authority."

(Eltliot anc Elliot, 11976, p. 32) there is currently real":

potential as computer technologies become less e¢xpensive and more
*user—-friendly" . for unions to use th;m to improve consultation
between their members, the governing bodies of unions, and
employers. Such technotogieé can economically assist unions in
processing data (for example, relatea to mempers‘ views on
topics) to produce focused information P;pOPtS. For consultation
to be effective participanté need to have both access to
information and the ability to generate information. “Information
isz..the basic currency of all economic and political decision

-

making." (Henderson, {978, p. 287).

*Wi thout electronic aids, the human ability to handle only

limiced amounts of information tends to limit democratic.

decision-making to small group situations.” (Elliot and Eltiot,
1976, P 287). Therefore, new computer technologies are
fundémental to the analysis and production of inférmation and to
the facilitation of wide-ranging consultative processes with

large numbers of persons.
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" In _éontrastﬁtoAthis optimistic view, it is interesting to note

~ that, over time, control by technology and experts can become
self-imposed. It has been arqued that '...iﬁduced dependence on
experts may lead to the ironic situation where pecple protest
agaiast involvement in decision-making érocesses...' (éﬁliot and
Elliot, {9786, p. 183). 1f consult#tive processes are to be
effective it s essential thaf participants have access to
exﬁertise, without being dominated by it. Only expérience in
participation can _increase people’s appreciation of their
potential to make a positive contribution. AlsP, Epggnﬂ+swa need
for citizens to bhave access to technologies \gu;h\\as systems
models if consultation is to be non-tokenistic. It has been
argued &hat "...‘if systems analysis and interactive compu ter
models could help policy makers in business and government the

same techniques should be able to assist citizens and citizen

groups’..." (Elliot and Elliot, 1976, p. 198).

Facilitating community access to new technologies is essential
because “.o.if the quality of citizen inputs into public
policymaking remains as it is now, meritocracy may well become
the only chance for survival. Therefore, building up the policy-
contribution capacity of citizens is essential for continuous /

viability d¥ democracy.” (Dror, 1971, p. 210.
{1 -&. NETWORKS . !

Networks are linKkages of persons or institutions. The study of . |
> ° these linkages can be used to assist with the interpretation of

social behaviour (Craven and Wellman, 1973, p. 4. ;
/

“What distinguishes human life from that of apimals, according to /

Marx is that human facilit;es, capabilities and tastes are‘;

e | /|
e
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shaped by society." (Giddens, 1971, p. 13).

Schools are a part of thie shaping process, and prepare students
for participation in networks - including‘sqcia!, po!iiicat, and
fxyg;;loyment networks. "It is in the schools that acceptance and
even reverence for "the system* is established and nourished.”

(Fantini and Gittell, 1973, p. 115).

»

Ne twork analysis is a complex area, and is continually being
developed. "The <continuing efforts exerted to .interconnect
systems and to generalize network design have spawned concepts
such as: networkK interface, layvered structure of network, open
systems interconnection, message delivery, message processing,
and networkK technical administration and control.” (Buchinski and
Istam, 1988, p. 9). However, the emphasis in this thesis is on
social networks and the use of computer systems ¢to facilitate

these, rather than on the technical analysis of networks.

*One advantage in being & social animal is that one need not
discover practices for oneself.* (SKinner, 1972, p. 1220.
Computer networks can assist both with the communication and

development of information on appropriate practices.

P;rtly as a regbti bf éhis, computer networks have the potential
to cause a "paradigm shift™ in educational and  general public
administration. It is no longer true to say (at least in areas
which computer networks have affected or have the potential to
affect) that "Administrative history shows that broadly similar
problems have been faced in the past, and that scolutious not so
different from modern solutions have been proposed.* (wettenhall,

1978, p. 14,

37




In order to understand computer networks one should apnreciate
their two Key components - processing and communications - or,
“In terms of global network functions, any computerized network
that /is geographically Qistributqd dan...be‘uiewed logically as

consisting of two subsystems, namely, a message processing and a

message delivery system." (Buchinski and Isliam, 1988, p. 13).

o,

In many wiys this can be compared to much of t?o infdrmation-
p?oceésing work in which indiv}dua!s are engaged - both in
emplioyment and leisuré., They proc;ss and communicate iﬁ%ormation.
However, their ability to do this is Iimitpd by such things as
the speed at wh}gh they can read, write, spe2K and simulta;}ousfr

consider information.

«

On the above point, it has been said that "An organization is
primarily a device for overcoming the 1imited capacities of
individual persons to process information and make decisions.”

(Morris, 1968, p. 25).

Salaman has indicated that “No understanding of organisations -
and especially processés of control within organisations - is
possible wi thout  some consideration of the wars in which

organisations Ebﬁsirdtt and use Knowledge." (1979, p. (74)."

L4

In considering the relationship between retworks and co-
ordination it has been said that "The netwo;K processes involved
in migration involve the flow of information and other resources
‘among members of the net., But this use of networks is not

restricted ¢to new migrantéf it. is one of the most pervasive

characteristics of networks, and.ad'important pa%t of processes

of integration dnd co-ordination.® (Craven and Wellman, 1973, p.

38 - | o
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Co-ordination and integration can be achieved either formally or

inf&rma!!r. "Every comptex-qrganiza}ion §£s formal information
f)?ws and informal! flows."” fGro{ier, ;9?9, p. - 28). ‘Informai
informat%qn ﬁiigsggghzégma;;;-E;;;;”significancé. For ;xampte, it
has been suggested }hat “To counter an inflexible and oveér—formal

hierarchy, “informal channels can be encouraged which get Qg?und

the hierarchical barriers." (Grolier, 1979, p. 47).

3

The real potentiil.for computer networks to be used td break down
'over—rigfd' information structures, within society at large as
well as within organisations, is reflected in “Resource One, a

radical computer group in Caiiiornia,-[which) developed a random-

ACCESS ﬁomputer‘network to link citizen-action groups which share

its d&ta base on resources available for fighting consumer,

A

1envircfmental or social equity battles.* (Henderson, 1978, p.

291>,

|

t

Compu?er networks could also assist with devolution. One
possi#ilitr would invodve YL .new administrative networks,  with

the ?rosiqn of many middle management positions as increased

-

information transfer becomes possible without intermediary

functionarigs.“~(0ede and Bowman, 1981, p. 114).

DAY

En relation to information processing in society at targe (as
compared with purely institutional/hierarchical settings), "The
expansion of communication and information processing capacities

may have consequences of enormous social benefit or detriment to

different groups in society depending on the particular direction

of application of the technology, the institutiﬁna1 itructure_of

-

controls over the technology, and the particular environment in
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fyhichfit\is intrcqaced.” (Melody, 1973, p. 183>. For example, it
has been argued that “I¥ geoble cCan access apd manipulate any
piece of inform;tion wjthout 1leaving tho!g homes  and
simu}taneousfy iwteraét wi th éther peop!e and machings as easily
‘as i€ they were sitting in the same rocom with them, then there
would seem to be little reason for’ concentrat:ng workers in }arge

office buildings." (Kimbel, 19?3, XN 149).

1f the potential berefits af computer networks are to be fully
}eaiised, thg( will need to be .applied, ‘more than has been done
}n, the p#st, to the area of information distribution s;stems.
;Decisionfmakers the world over compliain that usefu! information
does not circuiaté; or circulates badiy." (Grolier; 1979, p. 46).
JAlso; "Very: few if any .nations have found an entirely
satisféctorg solution to the problem of circulating what the
. French have come to call ‘grey literature’, that is, the enormous

. »
mass of documents accessible in varying degrees and comprising

reports 'by‘ experts, preparatory’ studies for admih‘btrativc

decisions, parliamentary commi ttee discussions, = studies
comm{ssioned by the gouerhmeqf, etc." (Grolier, 1979, p. 72).
Sophisticatéd computer networks mighéfbe able to assist with
overcoming the di$¥icu?§ies rtcognisgdhgbg:e, for they have the
abiléty to transmit information quickly, and, us}ng sophistfcated

autcmated indexing techniques, to recognize who might be

interested in documents,

For the information accessing and distribution potential of

¢

computer networks to be r-alised it is essential that they be

'

"user friendly". Martin has indicated that "At best, a man-

compute: dialogQue must be so seductive thaffthe man is drawn inte

o
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it to expldhe, fascinated, what the machine has to offer.” (1973,

~

p. 8),

If‘ planning +for the introduction of new ‘“user  friendly"
information technologies is to Se effective, "...in ‘Pplace of
thinking of a nation or society as a collection of communities we
need to thinK of it as & complex set of overlapping networks of
actual or potential communication and exchange.* (Hiltz and
Turof#, 1978, p. xxviiid. In relation to the study of parts of

networkKs it has been said that "The more autonomous a certain

.area is, the more it can be studied in isolation from the other’

inst}tutions of its society and the easier it is to comparé it
with parallel areas in other societies.” (Dror, 1971, p. 177).
One word which could not be used to describe educational or
public administrative systems‘is autonomous. This highlights the
need to use a network perspective fﬁ studying them. In relation
to this in the area of educaticn Drér has said 'Educat}on
constitutes . a closely Knit sysfem in the fullest ;ense of the
word. This means that the various components of the educationaf
system are interwoven and intertwined and that it woald be

difficult, dangerous, and misleading to deal with any of them in

isolation." (197{, p. 244).
Research has shown that:

® "The faster, cheaper, and more noise-free the,:éommunication
system, the less the tendency t; decentralize,” <Md$r§s, 1948, p.
28). This reflects on possible linkages between tgéhnical ne twork
quality and ¢the liKelihood of a decentraiised- system being

developed.
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# “In the last fifteen years or sof new management methods have

—

been introduced into public administration [including PPBS and

futurologyrl.” (Grolier, (979, p. 11). To use these techniques
effectivel’y a broad appreciation of networks as a whole s

|

necessary, rather than purely a detailed understanding of a

number of isoiated components. ’ ~

# “The traditional boundaries between disciplines, and especially
be tween the various vbehauioural sciences and decision
dyséiptines, must be broken down.® (Dror, 197!, p. 150 . This
breakdown of barriers is particularly important if networks are

to be comprehended as a whole. A
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in this section [ outline the Key repoéts whicé will be
considered in the body of this thesis. I do not give a detailed
analysis of the reports and how fhey relate to the Key themes.
Rather, I illustrate how each of these reports has components
which relate to some of the Key themes. A detailed comparative
analysis is incorporated in the chapter dealing with discussion

of the inter-relationships between the Key concepts and reports.

1-7. WHITE PAPER ON STRATEGIES AND STRUCTURES FOR EDUCATION

IN VICTORIAN GOVERNMENT SCHOOLS

The Victorian Government’s *"White Paper on Strategies and
Structures for Education in Victorian Government Schools® is a
very broad-based document. It was conmissioned by a Liberal
Government and was produced in 1988. The White Paper deals with
aspects of education as diverse as dire;tions for development in
the area of building operations, and curriculum services. I will
be considering five Key themes from the White Paper which have
also been considered in Federal Government reviews of public
administration, these being:

# devolution and decentralisation (these are considered

-

jointly in the White Paper); ,
# participation;
* consultation; and

¥ co-ordination.
<

Computer networKing and related technologies could assist with
the implementation of all of these thrusts both in educational

and general public administration,
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Even though the whit0\>gﬁer was produced in {988 and there has

since Leen a change of Government, it is still relevant. In
particular, the broqd themes which it articulated are still being
followed by the new Government - for example, "the emphasis on an
expanded regional network to- facilitate devolution and

decentralisation is being proceeded with.

1-8. ROYAL COMMISSION ON AUSTRALIAN GOVERNMENT
ADMINISTRATION (RCAGA)

IThe RCAGR was commissioned by a Labor government in 1974 and
Eproduced its” report in 1974. The Commission received over 730
submissions (Coombs, 1978, p. 4) and is the most extensive review
of Federal government aaministration ever under taken in
Australia. Its’ Letters of Patent indicate very broad terms of
reference; it was charged with inquiring into: |
"...(1) the purposes, functions, organization and management of
Australian Government .Departments, statutory corporations and
other authqrities and the principal instruments of co-ordination
of Aucstralian Government administration ana policy; and

(2) the structure and management of the Australian Public

Service." (Coombs, 1976, Letters Patent).

-

Without restricting the scope of their inquir(es, the

AJ

Commicssioners were directed to consider such things as
appropriate roles for Departments, mechanisms <for ev;tuating
efficiency in the APS, co-ordination in the ﬁPs; parliamentary
scrutiny, accountability of public servants, internal control in
the APS, centralisation, decentralisation, personnel policies,

the rights of public servants as citizens, and other matters

drawn to the attention af‘the Commission by the Prime Minister.
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(Coombs, 1976, Letters Patent).

)
Clearly & number bf these thrusts are similar to . (but broader

than) those included in the White Paper.

“The commission gathered its information and formulated its tasks
and answers through a variety of methods, and largely as it went
along: most importani\*fere formal and informal hearings, the

- &
operqﬁiaﬁ” of more or less expert task forces for particular

”b;oblems and a wide-ranging research programme."* (Schaffer and

HawKer, 1978, p. 34)>. This approach can be compared to that.
undertaken to produce the White Paper, where there were broad
based consultations with the community but no (publicly

identified) expert task forces or a research programme.

i-9. REVIEW OF COMMONWEALTH ADMINISTRATION (RCA)

P »

The RCA was Commissioned by a Liberal Prime Minister in Sep tember

1982 and presented its’ report in January 1983.

The emphasis of the RCA was on quickly producing resuits related
to a number of areas of concern which had gained widespread

publicity and were clearly damaging :he Government’s reputation.

It was commissioned to look into:

¥ the impact of technological change on the APS;

* the increasing challenges the APS faces as a result of
broadened responsibilities; and

* whether the APS as organised at that time could cope with
unethical or illega}\behavlour on the part of its” clients (in
particu!ag; in the areas of primary industry and taxation).

(Reid, 1983, pp. 131 - 5).

-
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The focuses on technological chaige, the ne
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to cope with  increased responsibilities of the AF3, and

organisational structure aspects are related to the Key themes

/

and the oth.r Key reports discussed in this thesis, ’ ..

1-18. JOINT MANAGEMENT REVIEW OF ADP MANAGEMENT ISSUES IN
THE AUSTRALIAN PUBLIC SERVICE (JMR)

The JMR was "...initiated by the Public Service Board [in late
19821 as a high level assessement of ADP across the Australian
Public Service. The specific objectives were to:

* Identify service~wide ADP administrative and management issues.
% Consider the implications of developments in technology for the
eighties.

* Analyse and assess the significance of the issues and
dgvelopments.

*‘ Recommend strategies and programs for improvement." (Arthur

Andersen, 1982, p. 1). #

Arthur Andersen and Co. were the project leaders for the review-:

team, which alsec included officers from the Department of
Industry and Commerce, the Commonweal th Schools Commission, and

the Public Service Board.

*

- The JMR liaised with the RCA in regard to the technolegical

componet of the RCA‘s terms of reference.

The JMR was "...the +firset management review of ADP to be
undertaken on a Service wide basis.” (Arthur Andersen, (982, p.

2.

Some of the key issues considered in. the review included:

-

ed for nnw'stéategies




*

and services;

*

*

*

# the effects'of ADP on managers;

the importance of ADP for the management of government programs

fhc

the
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need to focus on systems not hardware;

rate of adoption of new tocﬁno!ogy;

need to consider the user perspective;

quantity of resources available for ADP;

sharing of ADP Eesources be tween departments;

quality of ADP resources (in particular huma: resources);
pltanning process for developing ADP systems;

special needs of small organisations within the APS;

role of central agencies; and |

1982, pp. 2 - 9.

role of government. (Arthur Andersen,

of these issues are closely related to the Key themes .

inter-connecting theme of networkKing.
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The approach 1 have used in this thesis involves the following:

% an overview; .

¥ a review of the related lite;gture on the key themes and an
outline of the key reports to be considered;

¥ an outline of the conceptual framework;

*¥ an outline of the methodology;

* consideration of the relationships between the Key concepts and
ireports;

i*# a scenario based on possible futures relating to trends and
fntér-re!ationships considered in the previocus sections;

¥ a case study;

# an outline of conclusions; and

¥ recommendations.

In the review of related literature, consideration is given
initially to 1literature related to the Key themes <(with no
special emphasis on education or public administration). There is
a special attempt in this section to develop linkages between the

Key themes.

The Key themes .are:

* co-ordinatigéj o .
# devolutiong

* participation;

¥ decentralisation;

* consultation; and

% ne tworks.

The oberational definitions used in this thesis for the above

concepts have been included at the beginning of the relevant

5




review of relatcd titerature sections.

In the review of related literature section such specific
questions as the following are considered:

# difficulties which might be faced in attempting to achieve &
co~-ordinated approach in a devolved environment;

¥ whether devolution necessarily assists with facilitating
participation;

*# the impact of educational and value systems on the potential
for increased community participation

% the relationship between decentralisation and skill development
in managers;

# the relationship between data-handling capabilities, the
quality of communications 1linkages in networks, and the
‘propensity to centralise; and

# how the “network™ concept can help in analysing inter-
relationships between the Key concepts considered in this thesis

and between components in systems.

The 'emphasis ti+ this thesis is on considering how varjous
sacial alternatives could be introduced using new technologies,
rather than on_purely outlining these new technologies. Melmon
has pointed out that"For some time there has heen more confused
discu;sion about technology than serious discussion about social

alternatives.” (Melmon, 1972, p. 52).

The emphasis in the methodology section is on explaining how the
"brainstorming”™ technique has been used to generate a diverse
scenario dealing with possible futures in educational and general

-

public administration. (\

-~
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rwfhfs}is followed b}ii Bf;cdssfoﬁ en fhiiker thimis and reﬁantq'in
retation to educational and general public admihistra&ive
structures . and str&tegies. The emphasis here is on tinking the
Key themes and ¢the thrusts of the roports - with & special
emphasis on how various types of networking could assist with the
implementation of the themes. NetworKing as such is not consid;red
as a separate component of this section; it is used as a
conceptual linkage between the other key themes considered. In
this section, where appropriate, 1 have linked the consideration
%f key concepts ~ for example, devolution and decentralization are
gonsidered in the same sub-section (as it has been in the White

Paper [Victoria, 1°88, p. 111).

Skinner has pointed out “"There is nothing to be done about
completely unpredictable difficuities, but we may foresee some
thouble by extrapolating current trends.” (1972, p. 152). His
approach deces not take into account the potential use of futures
techniques to generate possible futurés which are not based

purely on extrapotation.

In relation to this, in my ffindtngs' section I have used the
.brainstorming technique to focus on the future. Mr results are
presented in the form of a scenario relating to the potential
development of educational and generaf pub!ib administrative
systems in Australia over the next 12 years. The emﬁhasis i's on
possible futures (rather than preferable or necessarily
probable). The aim of this section'is to stimulate thought on
possib{e option§. A central assumption in relation to the
usefulnegs of ;uch an approach s t{at the future is not
_predetermined -~ it is, to a degree, *created” - and it is thus

useful to consider longer—-term options in this way so that

?
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policies can. be developed which will assfst.s with creating

pre?erable aspects, and with avoiding negative asbects.

However, it ic important to also consider restraints which might

impede the implementiation of such possible futures,

To assist with this, a case study is included which reviews an
interview by the author with Dr Mick March, Principal,
Narrapundah Colleg? in the Australian Capital Territory (A.C.T.).
"?The purpose of this interview was to gaih a senior educational
administrator’s views on the relationship between the key themes
and the structure of the A.C.T. education system, and the
practicality of implementing the scenario in a particular school.

This éase study creates a2 linkage between the possible Ffutures

considered in the scenario and the probable <futures of an

educational system <(and more specifically a school within ¢that

system) as perceived by a Principal working in that system.

The problem statement for this thesis could be summarised as:
*What effect could computer networking (and related technologies)
have on educational and general public administrative structures

and strategies in the 1988s and %8¢?*

o~ .
)

Car
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The " first portion of this thesis is "basically descriptive in
nature., It aims toc present information on the current situation
in education (with a focus on aspectsiff education in Victorial
and in public administration (with a focus on the APS), with an

Al

emphasis on the Key themes.

5

The data I have uled hadfiome from a reyiéw of related literature
and throqgh studying A number of *blueorint-type" documents

relating to both of these systems.

-

The ERIC data base was searched using the kef themes as
descriptors., I also searched the subject catalogue at the

National Library using the themes as search terms.

*Data" for the sqenario has a'so come from numerous conferences I
have attended dealing with technological change, futuresv
research, and education.- However, this data is purely of a
background . nature and sections of the scenario cannot be
specifically attributed to any particular conference I have

atgended.

In the scenario I have attempted to focus on the Key themes, to

inter—relate these,‘ and to suggest possible trends for - the

future.

I do not contend that the "data”™ I have selected for the
production of the scenario could be described‘ as compietely
comprehensive or has been scientifically selected to give a
}epresentatiue sample of the population of "data". ‘This lack of
comprehensiveness would create potential problems for construct

validity if I was attempting to produce a predictive scenario

P
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based on a complete overview of current trends. Instead, the

emphasis is on developing a scenaric which highlights a sample .of

potential <futures rather than on developing a comprehensive
scenario. In this context the use of non—compreh;nsivo.<or even
representative) “data* ft not inappropriate: Instead, the
emphasis has been on selecting data which would contribute to
greater understanding of possible (as compared to probable)

futures.

I have not attempted to study the Victorian Education Department

or the APS in detail. Rather, I have reviewed related literature

on the Key themes, considered a number of 'blueprinff{ype‘
documents relating to both of these systems, attéhpfed‘ some
integration, and developed a scenario of possible futures. More
specifically, I have !imited the study to'a consideration of

4

those aspecte of the Key reports which relate to the Key bhemgs

considered in this thesis.

This study is limited to the extent that it does not consider the
systems as wholes, and that it does not consider historical and

present aspects in great detail (apart from the six Key themes).

However, this "limitation is deliberate and necessary in a minor

-
.

thesis if it is to hive any degree of depth. The aim has been to

consider future options based on a number of thrusts which hgvc

been recognised as central to both systems’ futures.

The *findings" seotion of this thesis (the Scenario) was proauced
by  myself wusing the brainstorming technique on the information
included in the first half of the thesis (no group of persons wag
involved = the ideas w%re generated by myself). This technique

allows for maximum didortity - the emphasis is on generating

] R . b3
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ideas and possibilities. The ideas in the scenario are not -

ordered in any rigorously structureé fashion. The emphasis has

been on presenting them in such a way as to encourage in

bt .

Dok

*inventive" response from the re}der. This compares with {he

first half of the thesis which is more tightly structured around
the Key themes in a traditionally 'ratiqnal'.fashion. ; see :hé
two halves as compiiéentary. Dror has indicated that “Invention of
new futures isj;n essential eIcment.of po!}ck-orientod futures

A )
studies, as are more “"scientific" forecasts and predictions.®

¢

* (Dror, 1971, p. 48>. |

. A case study is then included based on a senior educational
administrator’s (Dr Mick March, Principal, Narrabundah Colfege)
comments on the implementation of the Key tH.mes in the A.C.T.
schools system, and the practicality of implementing the scenario

in a particular school.

Thene is a need for additional re=earch on probable futures in
&hese areas (using such techniques as :ase'studieg las has been
done in this thesisl, trend extrapolation and modelling) and
épreferable futures <(using such techniques as delphi to rank

preferences). This thesis could'be of assistance in providing &

-

N

listing of possible futures which could be ranked in order of

preference using a ranking technique such as delphi.

Once differences between prefoﬁéble and probable futures had been
identified, it would be appropriate for research to be undertaken
on what strategies and structurggféou!d be used to “shift" the

probable future towards the preferable one.
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CHAPTER 4. DISCUSSION.ON THE INTER-RELATIONSHIRS BETWEEN.THE KEY

REPORTS.AND_CONCEPIS ' "

_ .

In this chapter the emphasis is on integrating consideration of
the Key themes apd reparts which have been ccasidered separately

up to this point.
'§-1. INTRODUCTION

This chapter is divided into sections dealing with the impact of
technological change on society and the need for a response from
education szstems to the specific telecommuncations and computer
technologies which will have a significant impact, | and
interpretations of a number of the Key themes in the wvarious

governmental reports. Networking is an overall theme 1linking

these sections together conceptually.

4-1-1,. Analysis of the impact on society of a rapid rate of

change.

Educational and general publ;; administrative systems throughout
the world are experiencing a rapid rate of change. This has been
recognised by administratorsy in fact, & Key theme rurning
through  the report of the RCAGA was *...the need for
adaptability, for those in the administration éo be aware of and
responsive to the facts of social change." (Coombs, 1976, p.
487). The rate of technological change is increasing., Computing
and telecommunications technologies are beﬁoming more powerful
and less expensive. These technologies use minute amounts of non-
renewable Pesourées and they assist with the expansion of
Knowledge. "Knowledge is & rather special ,L trpe of resource

because it has the capac}ty of efféctively Infinite @xpansion,

1
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and-it is enhanced by being consumed.” (Webber, 1973, p. 293).

The recognition of the important impact technological change s
having, and will have, on public administrative structures is
reflected by the comment in the RCA report that "In commissioning
us with our task the Government icdentified technological change
as one of the critical challenges facing public adnministration at
this time." (Reid, 1983, p. 8&). The need for the Australian
Public Service <(APS) to Keep up with technological change is
highlighted in the fact that “Whether the [ADP supportl systems
are available or not, managers are expected to react to huge
quantities of data and to use a quantitative approach to problems

-

of adminisggation, to the analysis of policy options and the

-

operation of programs.® (Arthur Andersen, 1982, p. 3.

The finding of the RCAGA that *...management systems of
government have <failed to develop adequately the informaton
resources at their dispocal, ¢to integrate them fully into the
decision maKing processes and to ensure them proper
‘dissemination.” (Coombs, 1976, p. 344>, if still true, will
become an increasingly glaring deficiency in a future in which
computer technologies are increasingly becoming available to
laymen (in the form of microcomputers and powerful computer
sof tware [such as electronic work sheet and data base packagesl),
to sections and individuals within government Departments
(without the need under current practice to refer to a central
authority because the cost of the systems is often less than that
requited for external tendering) and educaticnal sSystems. The

claim of the JMR that "In situations where managemént information

is being provided by ADP systems [in the APS], managers often
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complain that the presentation is not satisfactory for their use

becauce the information is too detailed, with the level of

summarisation and exception reporting inadequate.”® (Arthur
Andersen, 1982, P. 31) would indicate that deficiencies
identified by the RCAGA in regard toc ADP management in the APS

have not been overcome,

Public administratiQe and educational systems are increasingly
becoming more open to disadvanéaged groups - this includes ethnic
minorities, the poor, Aborigines, the handicapped, and women.
There is also an increasing emphasis on the need for young people
to be able to participate in the societal decision-makKing
process, and to be able to anticipate possible, probab}e, and
preferable futures. Political systems are also experiencing a
rapid rate of flux. This is a result of the emphasis on the need
for direct participation' in democracy, the need <for more
immediate responsiveness from politicians, and an increasing
emphasis on the need for public servants to be more directly
responsive to the community. As & ‘result *Increasingly
sophisticated analysis is required of possible policy options and
their effects, and almost all deéartments now have policy groups
of varying size to Keep abreast of thinking in the community.”
(Coombs, 19?6, p. 78). Such policy units are not énoggh if the
administration is to respond effecfively to community demands -~
"It should be realised that without a more rapid conversion to
the use of computers the Service will be even less able
adequately to cope with the scale and - urgency of community
demands.” (Reid, 1983, p. 89>. In this context it is interesting
to note that "One recent survey estimated that 88 per cent of the

manager‘s time is spent in 158 to 308 ‘information transactions’
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daily." (Toffler, 1981, p. 197).
4-1-2. Need for a new educational paradigm.

Parents are increasingly demanding the right to participate in
 educational decision-making which‘will influence their children.
This is partly the result of a broader societal emphasis on
participation, but alsoc relates to a failing which many parents
perceive in the educational system: namely, that success in it
does not necessarily result in young peonle gaining employment,
It has been argued that "By setting up mass education systems,
governments...helped to machine youngsters for their future roles
in the industrial work force...* (Toffler, 1981, p. 79 . This
approach may have been questionable in a period of full employ-~
ment; in a period of massive youth unemployment it is clear to
all that there is a need for a re-direction in the education
sycstem. One. possible approach to redirecting education would
involve young people participafing in '}eal world" decision—mak-
ing. This approach is reflected in the .involvement of young
people in the decision-making processes of the Youth Affairs
Council of Australia - in comparison with the more traditional
approach where youth professionals tended to.dominate. It is alsc
reflected in an increasing emphasis by investigators on youth
particiation. For example, the Club of Rome’s bookK ENo {imits _to
Learning® argues that there is a need for »oung people not only
to be trained in "anticipatory" skills <(which involve them in
considering possible, probable, and preferable futures) but also
to be able to use these skKills in real-life “participatory”
experiences. One problem with Australian youth affairs approaches
is that they have increasingly enabled young people to be able to

participate without supporting this with training in anticipatory

\ | 08
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gKills,

The emphacis on participation in decision-making processes is not
confined to education. *“Demands for participation in manageﬁent,
for shared decicsion-making, for worker, consumer, and citizen
control, and for anticipatory democracy are welling up in nation

after nation.” (Toffler, 1981, p. 81).

There is also an increasing emphasis on both educational and more

generally public administrators being more accountable for the

Ld

E -
money which they are responsible; for spending. However, it could

be argued that no matter how efficiently money was spent, crit-—
icism would still occur, in that much criticism "...is based on
outright hostility to the size and cost of the public

bureaucracy.* (Coombs, 1976, p. 18).

Many of the themes which have occurred in educational administ-
rative blueprints for the future (such as the Victorian White
Paper) ‘have also occured in more general public administrative
blueprints (such as the RCAGA Report and the RCA Report). Thus,
one of the purposes of this thesis is to consider how these
themes «can be interconnected,"and‘to consider areas in which
common approaches can be ucsed by educational and more general
public administrators. More specifically, I am attempting to
consider ‘how computer-networking technologies could be used to
assist with the introduction of new structures and strategies in
educational and public administration. The emphasis will be on
the future - how these techniques could more effectively and
efficiently be imp}emented with the use of computer networkKing
technologies. I will alco be considering how related technigques

could assist. This analysis is particu}ar!y relevant when one

r'
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considers the results of a survey undertaken b? the RCAGA which
indicated that *Possibly the most universal complaint from users
of the services [provided by government departmentsl] surveyed was
about the time inuvolved: time taken to receive attention; time
taken to get matters sorted out when something had gone wrongj
and time elapsing before the service applied for was delivered."
(Cocmbs, 1976, p. 128> The relevance of this study to this com-
plaint becomes obvious when oﬁe takes into account the speed at
which computer systems operate and their potential for providing
services to people in their homes. However, technology alone can
not be seen as a *quick fix" for these difficulties — particular-
1y when one considers that "...recent years have seen massive,
almost indiscriminate, public resistance to new technology.®

(Toffler, 1981, p. 1613,
4-2, DEFINITION OF KEY TECHNOLOGIES
4-2-1. Telecommunications and related technologies,

This section of the thesis relates mainly to physical
technologies. However, it is important to realise that
“,..technology is increasingly related to the development of
techniques and processes for bringing abobt desired actions and

for controlling and managing systems..." (Elliot and Elliot,

1976, p. 2-3).

The potential usage of telecommunications and computing systems
to facilitate improved approaches to public administration has
been appreciated for some time. For example, the RCAGA stated
that in one of its task force reports (the Task Force on a

Regional Basis for Administration) "...reference is made ¢to a

60
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preliminary analysis of the feasibility of developing an
electronic information system designed to support delegated
decision-making and, at the same tim:, to provide necessary data

for central supervision and management."” (Coombs, 1976, p. 537,

A number of technologies exist which could assist with the
development of such information systems. I will discuss these in

the following paragraphs.

Educational and general public administrators are familiar with
the telephone system. They use this system for co-ordination. The
telephone is convenient - it reduces_ﬁhe need for travel. It is
so much part of administration that its role tends to be ignored.
This acceptance can be compared ¢to the attitude of many
administrators to the use of computer systems - reflected in the
fact that “...there is still a Vlingering tendency to see
computers as some Kind of unnecessary luxury instead of not
merely desirable, but essential, tool% of management.” (Reid,

1983, p. 89). -

There are a number of applications of telephone systems which
could be wused to enhance' educational and general public
administration. Telephone link-ups could be used for matters as
diverse as meetings of subject consultants: and for Inter-—
Departmental Committee meetings (particularly where some of the
officers involved are located long distances from each other?.
Telecom can "link-up” up to nine telephones at a time for these

meetings.

Groups can be involved at each location with the use of loud-
speaker telephones (telephones with a loud~speaker and microphone

attachment). This is very inexpensive when no long-distance calls
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are involved and is relatively inexpensive even when they are
(particularly when one takes into account the time saved in not
needing to travel). Loud-speaker telephones can also be used to
bring expertise into meetings when this might not otherwise be
possible. For example, schools whgch are a long distance from the
centre of a town could use loud-speaker telephones to “bring”
experts from the town to speak to groups of stydents. They could
also be wused by public administrators (for example, when
researching topics needing a quick response) where there‘is not
the time available to travel to meet all the resource people with

whom discussion is needed.
4--2-2., Data processing technology.

Dede &nd Bowman have pointed out that "The costs of computer and
telecommunications hardware have fallen precipitously and will
continue to plummet for at least another ten years." (1981, P.
111>, In this context it is of céncern that Educatioﬁal
administrators at the school level tend not to be familiar with

data-processing techologies.

As the cost of these technologies continues to decrease, there

will be increasing potential for them to be used routinely for

timetable development, report writing (using 'word processing

soft&are), and other administrative functions (in partichiar,
those which are amenable to the use of computer pacKagQes such as
data base and financial planning packages). Naturally, they will
also increasingly be used in teaching - however, not Jjust in the
mathematics area <(where they have tended to be concentrated in
the past). Teachers in areas as diverse as Engiish and foreign

lTanguages will be able to use computérs to assist with teaching.
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General public admtnistratorg often have had some experience with
computers. However, this exﬁgrcence has usually been with large
main-frame srstems., In thiﬁTcontext 't ts interesting to note
that *From 1965 to (977...we we}e in the “‘era of the large
central computerl..lt répresents the enitome, the ultimate
manifestation of machine age [sicl thinking. It is the crowning
achievement...manned by a buncihh of cuper~technocrats’.* (Toffler,
1981, p. 179). The impact of these systems is reflected in the
fact that “A number of senior managers [in the APS] have gained
experiencé with systems which are predominately batch mode. They
have had little exposure to cuch current technology as data base
and dicstributed systems." (Arthur Andersen, 1982, p. 99). Systems
which operate in a batch mode have often not been responsive to
administratore” wighes partly because of the backKlog of program
development which most Government Departments face. The JMR
“,..found & substantial backlog of systéms development work has
been identified in departments and that delare of up to four
years before develcpment'on some new eycstems can ctart are being

forecast." (Arthur Andersen, 1982, p. 32.

This will all change. Increasingly officers in Departments will
‘purchase percsonal computers (often ac office 'machines - thus
avoiding the need to go through a formal tender process). Also,
" with the development of fourth generation languages <(which
involvue the use of cophisticated report generators) computer
users will increasingly be developing their own sretems. without
the need for programming support and without the need for l;ng

time delars. Toffler (1981, p. 188> hacs predicted that "Small,

cheap machines, no longer requiring a specially trained computer
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priesthood, will scon be as omnipresent as the typewriter." Also,

it is probable that “...many middle-class employees may be given
a terminal to use at home." (Hiltz and Turoff, 1978, p. 191>. In
this context it is interesting to note the comment of the Reid
Report that "Particular ‘car® needs to be taken with the increased

use of data proceSSihg and information systems, to ensure that

concomitant audit, review, and probity verifying programs are

devised and operated effectively." (Reid, 1983, p. 52). Audit
requirements are often not considered when users develop their

Xown systems using computer packages.

3

It is clear that both educational and public administrators will
increasingly be using computers in both more applications'and in
new ways which require less professional support. This will
facilitate the development of a more "participatory® approach to
information analysis, but alsc could result in the development of

un—coordinated approaches to information linkages.
4-2—-3. Computer conferencing.

The really exciting potential comes from the linking of computer
and telecommunications technologies. This potential has been
recognised by UNESCO which has indicated that it perceives two
major thrusts for “informatics" deuelégyent - *...the
proliferation of highly reliable, powerful and low-cost
information processing equipment on the one hand, and on the
other, the appearance of new digital t%ansmission syetems and
special ized satellites which enable data to be transferred at
great speed and Jlow cost, irrespective of the distances

involued." (UNESCO, 1979, p. 13).

Already central office staff in ¢the Victorian Educati9n
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Department have access via computer ferminals to massive data
bases on such matters as buildings and personnel. It is probabtle
that such data bases will be increasin%zy expanded and inter-
linked. Also, it is apparent that there will be increasing
emphasis on using cbmputer terminals as communication tools as
well as information EEsseminators between officers. The JMR
recoghised the potenti;l power of the linking of computing ang
telecommunications technologieé and indicated that "The potential
of electronic mail is likely to be fully realised only if  there
are common standards between organisations as well ask within
them. There are thus grounds for assigning responsibility for
developing Service-wide standards to one agency and asking it to

begin development immediately." (Arthur Andersen, 1982, p. 64)

Communication is a two-way process, and allows for more
participation than purely the dissemination of information,
Computer conferencing facilitates commﬁnication, whereas many
traditional distributed systéms are designed purely for the

dissemination of information.

As costs continue to aecrease.it is 3ikely that schools will ajiso
have access to data bases dealing with such areas’ as community
services and educational developments. The devolution of computer
power in Commonwealth Departments is also noticeable - that is,
the wuse of computers is increasingly being maved outwards to the.
interaction point with the public., Thi; philosophy is. reflected
in the massive computer network being developed by * the

Commonwealth Department of Social Security.

*Computer-mediated communication systems are not meant to totally

replace all other communication forms.™ (Hiltz and Turoff, 1978,
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‘p. 139). For example, in public service environments there will
continue to be a place for face-to-face comhunication regarding

client difficulties which are not of a “standard* nature.

A computer terminal looks like a typewriter with a televisioni
screen ?ttacqment. It gonnects to a central computer via
telecommunications lines. If a central computer has appropriate
sof tware i; can linK terminals. In this way it is possible for
schools and government officeé which have a Qfgh client—coﬂtact
component to be linked both with each other aﬁd with central data
bases. Messages from participants in such networks can be indexed
according to such keys as:

*,subjecthdiscussed;

* authér;

*¥ institutional affiliationj

¥ topic, author, or hoped-for responder to questions askKed;

and

# topic, name of questioner, or name of responder to

questions answered.

Computer conferencing systems facilftate very rapid
communication, because “Spoken word ‘systems cannot move
[informationl any faster than the auerag? ta!kjng 5pfed Eof an
individual in the group, whereas written word systems can move
;informationJ at the average reading speed of the individuals in

the group.® (Hiltz and Turoff, 1978, p. 38>.

Computer conferencing can be particularly useful in facilitating
the exchange of information on good management techniques. The
RCA indicated that "It seems to us that at present good practices

or sclutions to problems being emp}oyed in one department do not
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always come adéquateiy to the notice of others,"® (Reid, 1983,-p.

f

54,

Dror has commented that “.,..the resources in qualified personnel,
politicit support, span of attention, information, and the likKe,
needed for improving policymaking are eéxtremely scarce in most
modern countries, often making even a small critical mass
impossible to achieve without very effective new types of ;id,
which, at present, are unauaifable." (Dror, 1971, p. 209). Given
the features of computef conferencing, this technology could be

the “type of aid" which Dror envisaged.
4-2-4. Computer conferencing applications and implications.

Computer conferencing is aiready being used in the United States.
For example, if ﬁeople own computer terminals with audio ccuplers
(which allow access to a computer system via a telephone hand-
set) they can access cﬁmmercial comp#ter conference networkKs. One
such- networkK is called "The Source®. "“The Source...makes it
possible for anyone with a cheap computer fermina! to communicate
with anyone else in the system. The Source will...facilitate the
creation of what might be called “‘electronic  communities’ -~
groupé of people with shared interests." (Toff!er,'1981, p. 188 -
1). Th{s network was used by the World Future Society to assist
with the organising of the First Global Conference on the Future
(held in Toronto in July 1988 - the headquarters of the Wor'd

Future Society are in Washington D.C.).

With the rapid development of such technc)ogies it is

increasingly more reasonable to assert that "For many years our

technological Knowledge has been rapidly outpacing our decision °
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maKing institutions.* (Dror, 1948, p. 35. This is pabtiqyihct? $0

in. * the area of education where sophisticated ~c?ﬁ{‘puter:
technologies are Jjust beginning to make their - appearaﬁce '
Cparticularly at the school level), and in general public
administration where only recently has it been possible‘ for
> | individuals to purchase personal computers “with extrqqeiy‘
powerful processing and communicé;ions features, Iﬂ' such a
context of rapid changé it is reasonable to assert that optimal
education” and general public administrative policy:wi{f.bn1y " be
developed if government Departments establish e ounits
explicitly in charge of thinkiQQ, long-range policy mikinqg

surveying Knowledge, and research and development about policy."

(Dror, 1968, p. S3.

-

Some may argue that the need for new computer and
telecommunications technologies is not great, and  that

educational and gehera} public administrative systems are-coping

adequately at present. However, "The single most impoftaét

>

standard fGF evaluating an activity is its optimal quality,"that
is, how good it could possibly be.* (Dror, 1968, p. &7). Adequate
performance is not enough - the aim should be for optimal qual?@y
output (particularly when one.‘considers that resources aré:

limited and community "wants’ are limitliess),

e

Thus, in evaluating educatiqﬁ and.génerat public administrative
systems we should not be comparing their cu;redt state with that
of the late 19?85. We should instead be considering the: sort ‘of
performance which ﬁight be possible in the 19935_56 technologies
(both social and computer—based{ are'used in aﬁ op timum Qar.
Whereacs the Victorian White Papér and the various Federal

Government reviews which I consider ‘deal mainly with social or

-
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computer technologieszs, I will attempt to integrate consideration

of both of these technologies.
4-3. DEVOLUTION AND DECENTRALISATION

4-3-1{. Interpretations in the White Paper and RCAGA.

~

The RCAGA arqued that "eaaby sKilful devolution and
decentpalisation of administrative procedures énd the use of
modert technology it is possible even in tlarge and complex
&societies_ to come closer than ever before to situations where
decisions can be made substantially by consensus among those
primarily concerned.” (Coombs, {974, p. 128). In conformity with
a number of the Key thrusts of tﬁis statement, Hiltz and Turoff
haQe argued that “Computerized conferehcing can facilitate the

decentralization of information exchange and decision maKing,"

<1978, p. 144).

Y

Devolution and decentralisation are considered jointly in the
White Paper which defines them in the following way: "Devolution
refgrs to the transfer of authority and responsibility to other
org;niéations further from the centre within an administrative or
governmental system, while decentralization refers to the
transfer cf powers and functions away from the centre to other
levels within the same organisation." (Victoria, 1988, »p. 1.
The UWhite Paper indicates t%at in the participation exercise
before its development, large numbers of groﬁps and individuals
encouraged the Government to transfer as much power as possible
to the local level (Victoria, 1928, p. 11). Citizens” pressure
for devolution is consistent with efficiency - “...efficiency

\

depends upon adequate authority being devolved upon or delegated
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‘o officers at Qariou? points of decision - indeed;..fhé' #im
should bec to shift tHe authority to decide as ctose: to the
geographical periphery and as low in the hierarchicar structure
as possible.* (Coombs, 1976, p, 34). It is planned for this to
occur in\the case of educaxion in Victoria; however, ultimate.
responsibility will still be maintained at the centre. *Thus

devolution and decentralization of authority can proceed only in

accordance with broad policies acceptable to government,®

(Victoria, 1988, p. 12). The RCA supports this concept of

devolution and indicates that "Even though Ministers, formally or
informally, devolve many of their pow&rs to officials, subject to
any ctatutory limitations Ministers/may nevertheless enter into
whatever aspects of their portfolios they_wish.‘ (Reid, 1983, p.
38). Computer conferencing, throqgh its massive information
accessing capacity, could assist in implementing this approach to

devoliut,ion.

In relation to decentralis&tion, the RCAGA wentyéo far as to
recommend that "“Arrangements for all programs which involve
direct contact between a member of the‘community as ‘client’ and
a member of the administration be reviewed with the object of
making the point of contact with the member of fhe ;ubtic the
point of decision also unless there are unusual considerations to
be taken into account.® <(Coombs, 1974, p. 418). Computer
conferencing could certainly assist with this process. The
information required to make the decisions would be provided to

contact ocfficers by computer terminals,

This situation can be compared with that where .cemtralised
systems are used in "batch” mode, which resuits in significant

delays in feedback to contact officers.

’
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At a recent UNESCO conference *A number of States referred to the
desirabi!ity'\\?f decentralization, following experience of
| excessively centralized computerization which led to operational

difficulties." (UNESCO, 1979, p. 38).

The concept of decentralisation is a{so having an impact in
private enterprise - "...the term ’decéﬁtratization’ has...become
& buzzword in management, and large companies are racing to break
their departments down into smaller, more autonomous ‘profit

centres’.” (Toffler, 1981, p. 2&%).

Devolution and decentralisation in education as interpreted by
the White Paper have a strong component dealing with the

involvement of citizens in the educational governance process (in

particular in relation to school councils: in Victoria, State
schools are governed by <chool councils which include
representatives of sta¢f, students, and the communi ty).

Devolution and decentralisation in education have little meaning
if sechool governing .bodies do not have ‘access to knowledge.
Through computer terminals school councils would easily be able
to access data bases. Where the data base did not contain the
required information, they could leave a question which could be
accessed by experts at the central office, or by other
participants in the network. Schools could be encour;ged to add
their own experiences to the data bases incorporat:d in the
system. They would also be encouraged to participate in

dialogues. This would be particularly useful where one of the

schools in the network has already faced a particular problem.
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4-3-2 Devolution and decentralisation in schools and the

APS.,

Through computer conferencingy; schools would thus be able to

access both Knowledge and expertise.

The Knowledge would be within data bases. The data bases would
not Jjust be of a "traditional” nature (for example, established
educational indexes such as ERIC and the Australian Education
Index). Schools would also be able to access specially developed
indexes of "precedents" using familiar Key words. Théy would also
be encouraged to include their own experiences in the

“precedents” index.

The Coombs report argued for devolution from another perspective:
that i S, from the central co-ordinating ODepartments to
Departments, and from Departments to regions. Howewver, the thrust
of the proposal is the same, and the importance the RCAGA gave to
this theme is reflected in the comment that "Perhaps the most
significant changes envisaged by the commission flow from our
emphacsis on the primary recsponsibility of the individual
department or agency for effécient use of résources, and the
consequential changes in the role of the co~ordinating
authorities, particularly the Treasury and the' Public Service

Board." (Coombs, 1976, p. 418).

If the Service becomes “devolved" it is interesting to consider
the impact this would have on central Departments. The RCA report
indicated that in relation to the Public Service Board (PSB) they
*...cee the PSB as needing to give fresh and added, emphasis to
its responsibility for promoting efficiency in the Service. To

carry out this role we think it is necessary for it to retain the
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closely interrelited functions including ceilings and
establ ishment administration, management improvement, recruitment

and selection, and training." (Reid, 1983, p. 57).

Decentralisation was supported by both the RCA and the RCAGA -
the RCA report indicated that “We think it is obvious that the
span of operations of most Departments is so large that it can
only be effectiveiy managed if decision-making is decentralised.
The same peoint was made by RCAGA...Seven Years on, we stress it
again." (Reid, 1983, p. 79). It could be argued that one reason
more decentralisaticun did not occur in that seven year period was
because of the limited information and communication capacities
to monitor devolved operations in most Departments. Computer
conferencing could improve these capacitiés and thus indirectly
facilitate increased decentralisation. The JMR considered how ADP
technologies could be used to assist with deveolution and
indicated that "We see a real need for a deeper consideraticn by
departmental managers of the advantages which might accrue +from
dispersion of some systemc to end users. Those which essentially
service the end user and do not impact heav''y on operations
elecewhere might best be developed and operated by the wusers

themselves.” (Arthur Andersen, 1982, p. 59).

In relation to devolution in the APS, there has.been some real
progress in the ADP area. This is noted in the RCA report which
indicated that “The Government ;pproved new procedures for ADP
acquisition in April 1981 which require departments and
authorities to produce annual ADP strategic plans using

guidelines icssued by the Department of Administrative Services.

The new procedures., by disbanding the Interdepartmental Committee
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on ADP and revising the roles of central co-ordinating bodies,
devoltved greater responcibilities to Permanent Heads and

increased Ministers’ involvement." (Reid, 1983, p. 172).
4-3-3. Devolution, access to knowledge, and privacy.

Devolution at the operational level requires access to Knowledge.
It could be argued that one of the reasons practitioners rarely
use indexes is because the material included seldom relates
directly enough to the problems they face. With an integrated
Ydata base/computer conferencing® model it is possible to
overcome this problem. For example, & School Council interested
in developing a community farm might first access the precedents
data base for schools which have already developed such farms. In
Australia there woqtd be a number of these. Members of the School
Council would then read the reports on the progress of each of
these farms. This may suffice. However, members may still desire
more information on & particular problem the farms are facing.llf
there is no specific information in the progress reports dealing
with the aspects they are particularly interestgd in, they miaght
direct a question to each of the schools concerned. If, however,
one of the projects has obviouely faced a problem.simffar to that
which they are interested in the question could be directed to
that specific school. The question would be stored in the central
computer, and directed to the Executive Officer of the project

next time he or she came "on line%..

A Key issue in terms of the use of a compufer conferencing system
in this way is that of privacy. In this context it is interesting
to note that in the late 19685 MacBride indicated that *...hardly

any aspect of government computer operations is not a threat to
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the privacy of some individuals.® (MacBride, 1967, p. 18@,

However, when considering the question of privacy one must take

into accounu. the fact tha. "Considerations of privacy and freedom
of information are in conflict — the greater the scope of privacy
safeguards the more restricted will be the range of information

publicly available.* (Bennett, 1988, p. 3).

To facilitate the protection of data from unauthorised access, a
data base can be &ivided up into sechema. To gain access to a
schema one needs authorisation. In order for the “precedents”
data base to be as frank as possible, limitations miéht be put on
the access that central offices of government Departments have to
them. Al so, groups of schools of sections of government
Departments could develop schema within schema which onlx members

of their group could access.

The central office, and regional offices, might also have
confidential schema which only they could accese. However, this
would need to be limited i the concept of devolution of power té
the schoals and sections of government Departments is to have
real meaning. Power requires Knowledge, and schemas are basically

designed to restrict access tc Knowledge.
4-4., PARTICIPATION.
4-4-1{. Interpretations of participation, -

*One of the most significant trends of our time is the near-
universal demand for participation...” (Botkin, Eimandira, and

Matitza, 1979, p. 13).

Henderson has indicated that "We cannot stifle demands for

participation: we can only make better provision that it be
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informed and orderly." (Henderson, 1978, p. 265).

Néesham has defined worKer participation in management as
occuring “...when thqse below the top of an enterprise hierarchy
take part in the managerial functions of the enterprise.” (1978,
pP. 5). The emphasis of the RCAGA was Bn statf participation -
specifically the increased participation of staff in the
operation of the APS. This compares with the white Paper, where
the emphasis was on non-employee participation (in particular,

parents and interested community members).

TQe RCAGA, which was arguably one of the most participative Royal
Commissions in Australian history, reported that
*...participation is not easy ‘o organise fairiy. and

effectively." (Coombs, 1976, p. 126).

Hawker has argued that "Hearings gave RCAGA a public presence and
a certain jegitimacy..."” (1978, p. S52). This can be compared with
the participatory processes which led Up to the development of
the White Paper. There were numerous complaints that these
consul tative processes were not genuine, that the Key themes had
already been determined before the process began, and that a

number of Key themes identifie< at numerous community input

Y

‘sessions were not included in the final! report. I would not be

able to comment on these criticisms; however, it is interesting
to note that "...the demands for participation frequently lead
officials ﬁo -devote their ingenuity to \deuices which are
imitations of or substitutes for participation — being designed
rather to ‘“make peopie feel” that they are being consulted or are

participating. The introduction of such pseudo-ﬁublic-relations

techniqugs can ultimately have the effect of seriously alienating
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the community from the bureaucracy."” (Coombs, 1974, p. 1Zz6).

Power is heavily related to participation. As a result
“eo.effective ‘participative” planning needs to adopt a

‘bargaining”’, rather than a ‘consensus’ approach, concentrated at

a2 ‘grass roots’ level." (Elliot and Elliot; 1976, p. 184).

Educational systems could potentially assist with facilitating
grass-roots participation., Dror has argued that *...some rather
drastic changes in education generally may be needed to bring the
individual into policy makibg and to escape same of ;he defects
éf mandaridism that a meritocracy (that s, rule by persons
selected only by merit) is almost always subject to." (1988, p.
16). Dror has also indicated that "...in order for increasing
citizen participation to c?nstitute in fact an improvement,
changes in the quality of that participation are needed. At the
very least are .:2eded more Knowledge of policy problems, better
understanding of the inter-relations between different issues and
various policies, and fuller realization of the longer~range

consequences of different alternatives." (Dror, 1971, p. 28).
4-4-2. Approaches to achieving participation.

"*Creative participation...emphasizes problem detecting, problem
perceiving, problem formulating, and common understanding, and is
not restricted merely to probler solving.” (Botkin et at., 1979,

p. 38). . .

ODrastic changes in education (both for adults [often in a work
place environmentl and young people) will be necessary for
“creative participation" in organications to occur. This is

partly because if staff do not participate to some degree in the
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development Bf the goals,' objectives #nd strategies related to
their work, it is difficult for the staff to identify with them.
In a broader context Nyerere has indicated that "...it is
sometimes difficult for local pecple to respond with enthusiasm
to a call for development work wh;ch may be to their benefit, but
which has been decided upon and planned by an authority hundreds
of miles awary." (Nyerere, 1972, p; 1. This should be taken into
account when consideringAthat "...efficiency will be promoted to
the degree to which staff id;ntify themselves with the objectives
to which their efforts are directed, and with the procedures by

which thote objectives and the related tasks have been formulated

and allocated."” (Coombe, 1974, p. 35). This is reinforced by the

fact that "...cost-reduction methods which derive their

. effectiveness from greater involvement of staff in their work and

a mere enthusiastic approach to it rarely require additional
capital costs but derive from the application of commonsense to
the work environment as it is seen by those engaged in it."

(Coombs, {974, p. 45).

'Paﬁticipation...refers to providing opportunity to contribute to
policy development and formulation.* (Victoria, 1988, p. 14). It
must be recoqnised that providing the oéportunity for
participation is not enough to ensure broad-based participation.
"The level of participation undertaken by any citizen will depand

on the opportunities available to him, the political resources he

~commands, and the attitude held by society in general, for

example whether favourable to interest group activity or not."
(Higgins and Richardson, 119748, p. 7). 1t has been found that
"Participatory democracr, except at the local and small-scale

level, increases the influence and power of activists and can

78

SRR



!

/

woaken"dgncern for the interests of the inarticulate and the

unorganised." (Coombs, 1974, p. 15). It has also been found that —

“In many circumstances...direct univergal ‘particépation is
prevented. For example, the poor and ﬁneducated may not take-the
time, or may be too handicéﬁpga ‘to express themselves
effectively. Or the population may expand until a town mee2ting
becomes Jnmanageable, and Qass media of communication, such as

television, are not yet adapted to the requirements of politics.”

(Lasswell, 1971, p., 185),

To ggréicipate ;ffectiuely, persoﬂs should be assisted to develop
anticip?torr skills. "Anticipation is Ehe ability to deal with
the future, to foresee coming‘events as well as to evaluate the
medium-term and long-range consequences of current decisions and

actions.” (Botkin et al,, 1979, p. 25).

Communications systems can now potentially be used to facilitate
participation and the development of anticipatory skills. For
example, in Ohio, United States, a cable T.V. system (QUBE) has
been developed which “...provides the subscriber with thirty TV
channels (as against four regular broadcast stations) and
presents specialized shows for everyone from preschoolers to
doctors, lawyers, or the “adult only” audiencea“ (Toffler, 1971,
p. 174). The system allows pecple to vote on issues as they watch
them being discussed on their television sets. It has been used
for wvoting on issues as diverce as local government matters and
talent quests. It could easily be used to facilitate mass
participation in schoel gqovernance at the local level.
Consideration has been given to the development of a caE)e T.V.

system in Australia, but in the public debate Tittle
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consideration has been Qiven to its use in facititating greiter

community participation in governance.

Ccmpu%ey_.conferencing systems could Supplemeht the use of cable
T.V. systems for such applications. Hiltz and Turoff have
indicated that "The most exciting and potentially revolutionary
politic;l application of a CC [computer conferencingl system is
the facilitation of the direct participation and wvoting of

citizens on important state and national issues.” (1978, p. 197).

Technology & is not a necessary component  for increased
participation of staff in large orggﬁisations. For examplie, the
RCA indicates that “Intelligent and able staf¢ at junior leugis
should be capable of contributing useful suggestions about
management and operational practices." (Reid, {983, p. 85). All
that is ne;ded for this to occur is for procedures which have
been developed by the PSB to be applied in all departments in the
APS, and for tpese to be communicated to st#ff so that they are

aware that theirisuggestions are welcome.

It might also be appropriate to consider ways of increasing
public participation in the operations of the Australian FPublic
Service. "Public directors® of some form could be considered. For
example, Chamberlain has argued that "Public directors would seem
to be appropriate for all corporations over some specified size.”

(Chambenlain, 1982, p. %$4).
?
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4~4—-3.'N"P6ten‘tiﬂ' role of ‘-cmﬁputor conf)ero‘ncing in

facilitating participation.

-

Drev has argued that participation in school governance has been
restricted because "...as school issues become more complex, the
Knowledge of citiz?n school boaéds,seemed insufficient to cope
with the many problems confronting the schools - teaching
innovations, curricula ;changes, multi-million-dollar building
programs, special education programs, and so forth." (1978, p.
1<), This has resulted in professionals playing an increasing
role in school governance in the U.S. and Australia. with the use
of telecommunications technologies, profes#ionals’ actions could
be made more open to scrutiny. Computer conferencing would
facilitate school Eouncits gaining second opinions on gctions
proposed by professionals = either ¢érom other school councils
which have faced simiiar‘fobhms, or fr'om other professionals.
Profezsional educators could well argue Qhat this would lead to a
highly turbulent environment. The Key issue is "Who owns the
schools?" There is no question, for anmple, that a person is
responsible for his or her own body agd that it ig .apprdpriate
for a second opinion to be sought in relation to health matters.
1§ the community “owns® the schools (as against the professionals
who administer them) it would be appropri#te ?o argue that the

same thing should apply for schools,.

The lack of access to a'l information has also resulted in a
centralisation of power within the APS, ,The“RCAGA indicated that
“We bhave received evidence that hanr'officers are unwilling to
accepg responsibility becsuse of the consequences they fear may
follow from maKing even a relatively small ’erro;’ or from the

exercise of a discretion, for example, to grant a pension, in
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circumstances with which a supetior may not -agree." (Coombs,
1976, p. 158). 1f officers are to be able to take initiative it

is critical that they have access to the ,sgme information as

their superiors (that is, relevant to the;ﬁecréfbﬁs they need fo

take). Without such information they will have difficulty .in
Justifying their decisions, - and will tend to,ébnfinue tc 'send
cases “Up the 1line" for decisions. The RCAGA indicated that

"Action [(should] be taken to ensure that departmental decision

makers at all levels have access to the infermation upon which

their decisions should.properly be based." <(Cooembs, 1976, p.

413). Computer conferencing systems cou:d ecocnomically provide

tfor the provision of such information, and thus indirectly assist

in building up the confidence of officers at the client interface
level in their ability to make decisions without the need to
regularly consult with senior officers because of uncertainty

resulting from a lack of information.

The continuing importance of public séruants who work directly
with the public having sufficient information to make speedy
decisions is highlighted by the comment that "It is doubtful
whether the hiatus between the public and the bureaucracy identi—
fied by the Coombs report has diminished in the five years since

the Report was published." (Chapman, 1982, p. 29).

4~-4-4, Barriers which heed to be consideréd when it is

desired to increase participation.

Lack of information is not the only barrier to participation;

such things az lanquage difficulties, location (for example, if &

person is in prison), handicap, poverty, and geographic isolation

can all restrict participation. '
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As indicated by Lasswell (1971, p. 185) the poor may nct be able
to take the‘time to puwrticipate. For example, they may be workkng
long hours in poorly paicd jobs. With telecommunications pecqple
would be able to participate at a time convenient to themselves
Cassum, nyg thér are subsidised ~ MHiltz and Turoff have indicated
that ‘"Whenever a useful new technolggy is developed, one po!fcy
question that - should be vigorously pursued is how to make it
available to those who cannot afford to buy it themselves."®
(1978, 0. 1487)>. For example, with computer conferencing one c#n
iﬂput a comment into a discussion at any time. When ofhers in the
ne twork access the discussioﬁ, they read the comment and respond.
Instead of taking two hpurs for a meeting, a few weeKs may be
spent on the discussion, tut this approach has the advantages of
allowing for; A
* greater participation; and

* more " time for reflection - one does not need to

immediately respond.

ﬁnothér barrier to participation is that of laqguage. Cémputers
are gaining increasingly more sophisticated interpreter
capabilities. Eventually it is liKely that a computer conference
will be able to take place with people inéuting‘fdeas in their
own languages and having these transl'ated into as many languages
as required. This can be done‘mgnua¥1y now; but translators necd

to be used to regularly Key~in translated comments.

-In  educatior such an approach would allow for students studring
an issue in different countries to communicate, and for school
coyncils in different countries to liaise. It would also enable

" much faster dissemination internationally of educational
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innovations. In general public administration it wdgld en#ble
much easier communication than is now possible. ‘Inﬁsrnational
organisations such as the 0.E.C.D. would need to pf@ce less
emphasis on employing multilingual staff (particularly where mu;ﬁ

\

of the communication is in a written form).

Prisone presently restrict the ability of inmates to partifipate
in society. Computer conferencing could reduce this restriction.
It is as true for Australia as the U.S. that "...our prison

'system dehumanizes and neither educates nor rehabilitates..."

(Hiltz and Turoff, 1978, p. 174).

Telephone link-ups can be .used to break down barriers fo
participatibn which result from geographic factors. By linking
this apprezch to the use of loud-speaKing ¢lelephones, schoof
council meetings could include people who would have trouble
coming to ;the schovl (perhaps because of distance factors or
embarraszsment about gross deformities or thefr physical or social
difficulties). Other technologies could also be considered — for
example, the <cchool <council meeting coulid be broadcast over
communi ty radio and communitr'members could then be linked—into
the discussion (and broadcast) through a telephone 1link-up. @A
wide uafiety of "resource’ people could also be linked—-in using
this technique (which 1 term BGR - Brainstorming on Radio). As
broadcast technologies continue to decrease in cost this approach
should become an increasingly viable option, especially for large

school districts.

The BOR technique could also be used to facilitate public

participation in discussions on government programs.
|
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4-%5, CONSULTATION

4-5-1. The White Paper‘s interpretation of consultation and
the potential use of Videotex to assist with consultation in

education and public administration.

Another Key theme of the White Paper is consultation.
“Consultation with regard to the management of public education
refers to the process of sharing infermation with and securing
feed-back and ccmménts from'participants and from community
zinterests.“ (Victoria, 1988, p{ 18). Many of the submissions in
%the lead-up to the development of the White Paper referred to
“...the need For schools and for administrative agencies to

provide more detailed information to parents and communities with

regard to objectives and programmes." (Victoria, 1988, p. 16).

Currently the Wictorian Education Cepartment publishes annually a
booklet outlining the objectives and pbograms of schools in the
State. With the use of a Videotex systeﬁ such a booklet could‘be
updated on a daily basis. Videotex allows people to access
hundreds of thousands of pages of information in & data base
through a key pad next to their television set. The information
is displayed on the television set. Commuhication with the data
base is carried out through telephone lines. Such a system h;s
been in use in the U.K. for a number of years. It is mainly used
for commercial information. As this system gains greater use in
Australia there will be a real need for educators and other human
service professionals to pressure the government to ensure that a

portion of the space is allocated for community information.

As well as being able to access information about the objectives

and programs of their local school via such a system, community
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members would also be abie to access information on such things
as:

¥ short courses being offered over the next month in their
area;

¥

% areas in which volunteers are needed;

®* proposals which other communi ty members have put forward
for the school! (and scheduled meeting times to discuss them);

*¥ profiles of new teachers at the local school; and

! ¥ information on the school budget and any budget variances.

Videotex systems could also be used as a supplement to annual
reports by Commonwealth Departments. "The annual report should be
a wvehicle by which Departments furaish van account of their -
activities and performance in terms of ministerially approved
goals and objectives.* (Coombs, 1976, p. 733. The RCAGA argued
4or there being “...further development of the practice of
departﬁents preparing annual reports. These should  include
references to developmente of significance and to issues,
together with financial and staffing information." (Coombs, 1976,
p. 414). With Videotex & broader versinn of the departmental
*annual report® could be produced on an up-dateable-daily basis.
It would include the typec of iﬁformation included in annual
reports but also: |

# contact pointe for complaints by the public, and access to
information;

¥ information on proposed new programs;

* new contact points in the department;

* dajily updates on cuérent issues affecting the departmentg

# daily updates on staffing levels;

# informatiqn on any new functions;
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% statements by new Ministers; and

# regular evaluations (with some outside involuement - oane
approach might involve the use of parliamentary committees as a
csupplement to cross~departmental.eualuatiué tack forces) of the
Departments” performance with information on how the Department
pians to improve on weak points identified. Much of this
information would be produced automatically) via the Departmental

computer conferencing network,

]The JMR in part recognised the potentia} for innovative uses of
ivideotex technology when it indicated that "Videotex will permit
’the storage and reférencé of important manuals, reports,
directories, instructions and policies. These would be available
for use both within the Service and for the public.* (Arthur

Andersen, 1?82, p. 15).

4-5-2, The use of television and telecommunications

technologies to assicst with consultation.

The Victorian Government accepted the notion that there is a need
for ...more frequént consultation, involving many more

individuals than merely the members ot school councils and other

official advisorry.bodies." (Victoria, 1988, p. 16>. A Videotex

A

system could assist with this process. However, other
technologies consigered in this paper couid also be. of great
assistance. It is important tu also use currently available
téchnoIOQies’ as much as possible to facilitate the consultative
process. Dror has indicated that "Policy sciences mustﬁ develop
new formats For presentiné and analyzing public issues in the
mass media of communication in ways conducive for the formation

of informed indiuiaual opinions.” (1971, p. 21).

.
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Already the Victorian Education Department has been given, free
of chargey, time in the morning to shaw films on a commercial T.V.
station. Television shows could be developed around issues of
pressing concern (such as the need for a core curriculum, and sex
educatién). Participants invelved in these issues could be filmed
in dialogue over a number of days. The danger with attempting to
develop a show out of a f@o or three hour dialogue is that any
consensus reached tends to be forced. By int;grating a SEARCH
éformat‘<inv01ving, amongst 6§her things, completely open dialogue
\over a number df days) with film, it should be possible to
capture a number of v{ewpcints, and possibly expose the public to

~innovative syntheses of viewpoints which are geinerally considered

to be oppoesing.

Adult Education in Victoria has conference telephones in a large
number of its country centres. These could be used to allow

peopie in the country to dialogue with KeyAdecision—makers within

the Victorian Education Department on a regular basis.

These could also be used to assist with involving country people

in evaluations of APS activities in country areas.

A}

q4-5-3. Consultation could be facilitated by the more

imaginative usage of currently available technology.

1 would emphasise that I am not just advocating the use of new
technologies to facilitate consultation. I am also advocating the
more imaginative use of currentliy available systems. Toffler has

indicated that *...lechno-rebels contend that technology need not

be big, costly, or complex in order to be ~‘sophisticated’."
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(Toffler, 1981, p. 164) Thus, loud-speaKer telephones should not
be secen as just a medium for delivering instruction to country
students. Télevision should not Jjust be seen &as a one-way
traﬁsmissiﬁn medium. Paradigms must be exploded if rescurces are
to be used n the most efficient fashion. To as§ist with this
process it is essential that educators and genéﬁal public
administrators consider: |

¥ schools;

¥ government departments;
{ * t;emse!vés;

* students;

* technc}ogy;

*¥ gociety; and

* buildings

as multi—-purpose rather than single purpose units.

Thue a scheol could be used as a home, a hoﬁe as a school (as in
the case of "School of the Air" in remoteuareas of Australial, a
hospital can be a library (a "resource centre” might be a better
term in fhis context>, and a teacher can be a member of a task

force carrying out research as well as a learner in an

experiential learning projec{.

A )

This multi-purpose persnective is reflected in 8 submission to
the RCAGA which indicated "...that departments should become more
accessible to the community by becoming a “learning resource’.”

(Coombs, 1974, p. 144).

Concultation in which new approaches are proposed by the
community will only be effective if educators and gereral public

administratore adopt & flexible approach.
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4-&6. CO-ORDINATION

¥

4-6-1. Co-ordination, communication, and control.

A1l of the approaches 1 have considered in this thesis need to be

efficiently co-ordinated.

There is great potential for innovative approaches to co-
ordination involving the use of communications technologies,

since "Communications [technologiesl)...make it possible for

individuals to operate from aimost anywhere and for societies to

be controlled from almost anywhere." (Ferkiss, 1972, p. 31).

Co-ordination becomes more, not lecs, Iimportant in a period 'of
rapid “change and turbulence. Co-ordination involves *...the
regulation or -adjustment of activity or functions in order to
secure greater overall harmony and consistenéy, tc achieve
greater efficiency and a more desirable balance, and to avoid
unnecessary overlap and wasteful use of scarce resouces.”

(Victoria, 1988, p. 17,

In order to achieve & co-ordinated approach it is important that
no more change than is necessary be introduced into
administrative structures. The RCAGA report indicated "...that
more conscious thought and rigorous examination shéuld’be given
to proposals for administrative change; because they are almost
always costly in both marpower and money and often damaging to
departmental and staff morale.* (Coombs, 1974, p. 387). In view
of the number of Departmental mergers and break ups since 1976 at

the Commonwealth Jevel one could well question whether the

Government took notice of this advice.

o
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go-ordination of communications and influences is critical in all
administrative contexts., For example, the RCAGA found that
*Senior officials...are finding that they must be prepared
consciously to work with a pluralist range of influences on
ministers and perhaps even to see kheir role as being primarily
to organise those influences, so that, while ministers are
exposed to the widest choice of advice and of options, they are
helped by their officials to assess and give appropri#te weight

to them." (Coombs, 1979, p. 135).

These infiuences must be channelled through organisational
structures by officials. *Organisational structure involves
limits on members’ decicion-making. As such it is an essential
form of control.* (Salaman, 1979, p. Si>. However, improved co-
ordination does‘ not necessarily involve a8 need fbr greater
“control*. For example, particularly in high-priority areas,
there will be a need for experimentation in relation to
organisational structures. A number of approaches will need to be
tried at once. Duplication could be classified as 'necessarrf in
such cases. This ic because "One very interesting feature of an
optimal policymaking structure is that it should be rather
redundant: the contritutions to the various phases should
duplicate and o;erlap each other...The correct triterion should
be that the more critical a certain polilcy is or one of its
phacses is, the more redundancy should be provided as a way to
minimize .the riesk of mistakes..." (Dror, 1948, p. 2112,
Naturally, the various approaches implemented should be evaluated
and the resulte recorded so that the system "can “learn from
experience”, *Une of the amazing weaknesses in muéh contemporary
public policymaking is that there is'no systematic learning from
L
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experience. Very few evaluations of the real outcomes of complex
policies are made, and there are even fewer on which improvements

of future policymaking can be based." (Dror, 1948, p. 274).

4-4-2, Evaluation, feedback, and self-correction.

”

The potentially important role of evaluations in resource

allocation decisions is refected in the comment by ' Hadley and.
Hatch that “The evidence from evaluations of professional

interventions in education, health and social work hardly serve
-to explain'or justify all the resources‘whicm'haue been devoted
to them." (1981, p. 2). "

However, if evaluations are to serve their purpose it is critical

that action be taken based on the results of the evaluation (if

the recommendations are accepted by the responsible Minister).

The RéAGA argued that this could be facilitated in the case of

government Departments by ensuring that “Where the parliamentary
commi ttee primarily concerned with administrétive efficiency
reports critically or adversely upon the activities of a
department or agency, or in relation to matters which are
peculiarly its responsibility, the department or agency should be
expected to report direct. .y to the Fommitt#e on action taken or
propoced to be taken in responsé to the commifte;’s comments and

recommendations.” (Coombs, 1976, p. 417).

The need for action to result from evaluations is highlighted
whgn one considers the large amounts of money which are being
invested in such programs ac transition from school to woék.
These are co-ordinated at the State r;ther than federal level.

Nith'cumputer conferencirg it would be possible for people trying

/
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out similar approaches in different States to Keep in touch on a

*real time" basis. Also, information on evaluations of different
approaches could be readily available, together with expert
advice from both the evaluators and the implementers of the

o4
program.

v

Co-ordination is alsa related to efficient communication and
feedback - “.,..policymaking must have highly elaborate and
efficient communication ;nd feedback chanpnels and mechaniams in
prder to operate, especially .to operﬁte optimally.” (Dror, 1968,
P. 194>. Increasingly this <feedback will' be of & "self-
correcting” rather than "central authority qirective' nature. The
more quickty schools an& area offices can get informatioﬁ: the
moré quickly they can co-ordinate their activities for op ¢timum
results. fe%ecommunications tech;ologies (in particular compuier
conferencing) allow for speedy information transfer, and for
iteratine feedback (that is feedback over a number of "rounds” as
the sycetem assists with self—correction).\ éuch "sel#—coﬁrec}ing'

feedback is important if reéponsibi!ity ic to be effectively

devolued within government departments.

In the context of APS administration, “self-correction” refers to
the use of <feedback to correct procedures as close to the
operational ievel as possible. For example, “exception reports”

would be directed both to those responsible for administering

' programs ac well as those in central offices responsible for

following up #n extreme exceﬁtion condifions. In this context it

is interecting to note a current use of .exception reporting in
. . ~“ ) '

the APS ~ *".,..,the use of ADP to detect from departmental records

atypical occurrences in the servicing of patients by doctors.”

(Arthur Andersen, 1982, p. 32). ‘Implementation of a “s€)¥-
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correcting® philosophy in such a\\pontext would involve the

reports being distributed to both regional offices of the

Department of Health and a central! policing unit. The policing

unit would only become involved if 'the regional offices failed to

take appropriate action.
4-6-3. Co-ordination and broad-based systems 1inkages.

In relation to co-ordination of data, the JMR indicated that "We
see scope for greater co-operation between departmentslﬁhich use
common data, for example in unemployment and welfare areas.”

(Arthur Andersen, 1982, p. 63).

Co-ordination of data in education will not only involve liaison
between the school and other traditional educational

institutions, It. may also involve them in linkages with social

.units as divercse acs the local police and the 1local employment

office. Naturally, thic implies a need for such agencies to be

linked into the educational computer-conferencing  network.

Increazingly, such agencies are part of semi-open ne tworks

M A
incorporating computer networking., However, these are generally

one~way systems. For exam&ie, they(méy involve the police using
their conputer svetem to check whethér a car is gtblen. The idea
of linking schools into such networke for co-ordination purposes
raices profound cocial questions. It may recsult in more co-

*
ordinated education systems, but it might also result in a world

-

in which one is followed from birth to death by electronic

tentacles.

The tec..aology itcelf is not the danger - the danger is that it

may be used.in inappropriate waye. If the police could access.
' v
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schoo! records, for example, there would be clear dangers to

privacy. The technology could be designed to ensure that this
could not happen - however, discussion would need to take place
before, rathe? than after, a *Network Nation* developed as to the

L

limits to which educators would allow their network to integrate
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5-1. WHAT WILL THE SCENARIO DISCUSS?

Martin has arqued that "Data transmission may become as
indispensible to city-dwelling man as his electricity supply. He
will employ it in his home, in his office, in shops, and in his
car. He will use it to pay for géods. to teach his children,’;nd
to obtain information, traneportation, and items from the shops;

he wili‘use it €from his home to obtainistodk4prices and football

i

scores; he will wuse it to seek protection in crime—infested

d A

streets.” (1973, »p. 9;.

‘
[]

This scenario is des}@ned to concsider ways in which systems (both
. ¢ \ :

Y,

educational and general public administrative) could change over

the next twelve years with the use of modern computing and

~telecommunications technologies. There is a focus on the other

themés considered in the <first part of this thesis where

appropriate.

In this scenario I have attempted to integrate consideration of
educational and public administrative aspects wherever

appropriate.

Wherever [ write of periods up to (but not including) 1984 the

events described have actually occurred.

i

Wherever I speak of 1984, or fyrther into the <future, the

discussion is purely "possible*y and should not be considered in
- . - "

‘any way “probable” or netezsaé{ly “preferable” Cat least from my

point of view), The emphasis js on highlighting possible futures
in education and public administration of which policy deve lopers

should now be aware and for which they should be planning f(or

§6



3Qainst which as the case may bey.
EDULATION
5-2, USE OF COMPUTER PACKAGES IN EDUCATION

Ihe_year_is_1%25. Typing has been éart cf the core curriculum in
government schoals for five Yyears. Students are/begtnning to use
terminals for simple communications tasks-in primary schools. In
secondary schools: students have been ucsing computer packKages on
a wide scale for around ten yrars. These include data base and
financial planning packages. Since 1985 there has been Tittie
émphas:s on teaching programmning techniques to students. The
emphasis inctead has been on teaching them to use computer
packages; because it is recognised that it is not economical to
actuxlly design apd program cysteme “from the ground up® in mos t
real—lite situations. Computer packages have become more
econcmical to purchacse ac a result of economres of cscale factores.
The ewphasis in both public and private administration is alsc on
using prepared packKages and higher-level languages rather than on
developing customised s»stems. Packages are required by law to

include self—inctructional material.

There is however, much work aiso done in teaching compu ter
profecssionals new techniques for programmingy program
modification and adaptation, and program Juxtaposition (this
involves the ¢i1multaneous punning of more than one program and

the select:ve synthe .is of components from these),

k’



5-3. NEW ROLE FOR SCHOOLS AND PUELIC LIBRARIES

Computers and communications networks have had a significant
impact in facilitating a change in role for schools and pub!ig
libraries. Many children who previousliy went to school now learn
at home, using terminale at least 58X of the time. Libraries are
seen as information—search training* institutes rather than purely
as depositories of information. Computer terminals (for use in
local communication and international data—base searches) are
availgble in all schools and public libraries. Initially a number
of <=chools could not afford to access international data bases,
but the Gowvernment developed a special "Disadvantaged School s
(Information Syctems)" program in 1998 to assist cuch schools.

This waes administered by the Commonwealth Schools Commission.

A1l mayor librariec have had international access to world-wide
information systems since the mid—-1988s. At that time there wac a
debate over whether data—base accecs should be provided free to
individuals in libraries. This debate became less relevant as‘ali
Key community information became available on Videotex systems
(the community information section of the national videotgx
system ectablicshed 1n 1985 was funded by the Government), and as

the cost of access to data bases (both in Australia and overseas)

became lesc expensive f(as a result of new approaches to
communication involving the compression of information and
digitalisation of information). £  The additional national

satellites have greatly benefited this access.

-

Accecs to data baces has come to be seen more and more as a right
in & democratic society (that is, i€ all persons are to have the

potential for effective participation in societal decision-

e
(x



makiné). Some commercial 'dat; _bases are still expensive ¢to
access} these are generally of a Kind which have both a 1imited
potential audtence and for which the deueiopmen{ costs have been
extremely high <(access toc these data bases is on a “user pars®

basisl. o

Libraries still provide conventional services, but the emphasis
is very much on how to use techndlogies to gain access to
information f(as is téaditional; for example, how to use index
systems? and also on using technologies to procesé‘ information
(this wae an innovation - for example, free courses in how to use
financial planniﬁg packKages were avai.able in alilcentrai State
libraries from 1{985) and gow to lobby for change based on the

results of information processed (the role of libraries as

facilitators of <change became particularly strong in ‘the late

17?88s when it was increasingly realised that many of the studies

carried cout by"individuals were not having an impact on societal
decision—-making processes, because many of the individuals and
groups who undertook them lacked lobbying sKills). UWherever

poscible, self-teaching courses are used as a supplement to face-

to-face teaching in libraries.

Librarian roles have been expanded to include basic technical
skills required for the maintenance of the extensive range of
computer and relatecd electronic equipment which is now as common
and integral to library operations as are books and audio-visual

equipment,

School librariecs have increasingly taken on a communi ty

orientation.. Most school libaries now provide services to the

community, particularly where there is no public library in the:

o
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S~-4. INNOUVATIVE APFPROARCHKES TO EDUCATION

An  increased community”orientation in education is reflected in
parentes now slaying an integral part in the education of their
children. Many children stay at home to learn from pairents who in
the majority of cases now alec work from home. The progresé of
these children is monitored both technically and personally by
teachers with whom the children meet face—to-face every few

mpnths.

Students also regularly dialogue with their <friends <(both in

© Austratia and overseas [sometimes using computer transltation

packages provided with computer conferencing facilitiesl) through
terminals. They co, however, go to school on a regular basis for
general <cocialiesing activities and to partfcipate‘ in small
buzinece activitjes. & number 'o§ schools now lease space to

aroups of <ctudentse who are involved in the development of

computer software, the sale of art works, and action research

activities (often dealing ' ith »outh-related topics).

In some locations, there are as many parents as childrén enrolled
in formal educational programs. Partly as a result of this,

parents also use terminals for learning activities.

There is & general awareness of the need for learning to be &
lifelong process, and for retraining to occur regularty
throughout a percon‘s tife. Career educators are used to assist
both young people in transition from schqol to work/highber
education/unemployment/celf-emplovment, and older percons iD

transition from workK to retraining, %o new types of work or into

a | 1130



BE N A
N N

. . -

constructive and rewarding rétfrement,

5-5. APPROACHES TO CAREER EDUCATION

<.

Career education starts for young people at a very early age.
They often watch their parents at work on computer terminals in
the home. This compares with greuious situations where the
parents’ work was not visible to the young. In a sense this
reflects a return to more traditional work forms. The young and

old Kave access to volunteer “mentors® from any profession or

ﬁrade in which they have an interect.

Mentore have been uced in the APS ac a career development tool
since the mid-1%88s. They éupplemert' cther approaches to
broéﬁ:ning the vision of up-and-coming executives (such as
executive interchanges). There is a special emphasis on providing
mentore to disadvanted groups (for example, new female financial

<
executives might have & female mentor who is the Head of a

Financial Planning Branch in another Department). To avoid ar.~

possibility of influence being used to assist mentees gain
promotions <(actual or-apparent), mentors may not sit on their
charges” interview panels.

Some mentors are either wealthy philanthropists or retired

pérsrns ~ with both professional and trades backgrounds.

Varicus bucsinecces have opened their data banks in a limited way
to schools anc other learning inctitutions (as well as to public
adminictratore who increasingly do "Executive Exchanges® without
leaving their work place for long periods: they do them via their
computer terminal, [either at home or at their work placel). The

opening of data banKe has allowed young people and others to

2
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observe businesges and professions in . Qperation. This .is 'an
extendion of a system termed “Adopt~a~8cﬁooi" which wae developed
by the United Bank of Denver in the late 1978s. This 'éa;d!véd
Branches ot the Bank adopting iocal echools, acting as a contact

point for speakKers on buciness-related topics, providing tours of

-

their branches to the school, work-experience opportunities, and
possibly a representative on schcol councils.  The opening of data
banks is limited: students onfx have access to daily “exegcutive
‘summary“-type reports which previousl, would have been included
in annual reports. However they do also have access to a number

of decis._.n-makers whom they can question via their terminals.

Thece techniques have highlighted to both young people and
educators the broadening ~ange of sKills which persons need in
order to be effective in business and profescsional environments.

There is little talk of a need to “return to bésics“; the

emphasis ie now on redefining the notion of basic sKitls in a-

society in which everyone has access to word processing packages

which can check spelling and grzammar, and financial! planning
packages which can assist with the modelling of numeric prablems

(and naturally alco with the calculations involved).

These techniques hawe also had enormous benefit in the areas of
veocationai guidance and trafning. Students in schoolszs can
“monitor" in great detail the work of surgeons, engineers,
draughtemen, computer technicianes and so on. The world of work is

o~
directly accesible to every child in every school.

S-&, COMMUNICATIVE COMPETENCE

Communicative competence is seen to be a much broader concept

than simply the ability to communicate effectively both in
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writing and verbally. It is.now seen as incorporating the ability

)

to-
* identifz‘issues;

¥ design ways to gain informatjionj

o procéss infornationy

* lobby for chang?;

¥ underctand power structures;

¥ use various types of communication mediaj; and

% understand which media should be used for different

purposes and how to design messages for maximum -ffectiveness.

;
The need to broaden the meaning of communicative competence was
highlighted as it was seon that merely providing access on a
large <cale to such things as computer packages, and computer
conferenc?ngJ facilities, was insufficient for individuals to be

able to use these technoldgies effectively. It waec seen that it

was necescary +or these technologies to include a training

component in their introduction.

The APS was one of the first to take up the challenge .0of this In
the mid-1986s. It introduced courses on such things ac:
# using word processing software;

* yntegrating financial and word processing software for
' . Al
maximum impact;

¥ communicating from home using computer terminals;

# inputing information into Videotex systems for 'maximum

effect
®# using cable T. V. to gauge public perceptions on
governmental programs and proposed programs;

# finding appropriate uses for computer networks as a
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supplement to face-to-face communication;

% developing innovative uces for loud-speaker telephones in

administration and poiicy development,

Education erartments also took up the challerge. They developed
special programs for »oung people. T.A.F.E. systems were involved,

in running troad-based communicaticns programs for adults.

The running of such innguatiue programs (which are relevant to
all age groups), and the emphasis on fife!ong eduﬁaticn, has led
to a gqreater awareness of the ;eed to Keep accurate records on
the developmgnt of competencies by students throughout their
life, in order to ensure that they gain maximuﬁ,anefit from the

educational programs which they undertake.

5-7. NATIONAL EDUCATIONAL DATA BASE.

-

Teachers can easi!yiaccess information on the background of their

students ¢a national data base on ctudents is Kkept which s
linked to an international data base), innovative educational
programs, evaluation of programs and professional development

,,,,, B

opportun;tiea.

The data bace on students is similar to one developed in the
United States in the 1978s. It was decided that a similar data
base wasg needéd in AQuetralia because of the increasingly common
ﬁational and international mobility of students. In the ‘late-
19885 it was decided to link-up national student data bases "so
that students who were internationally mobile could have their
records accecced. Some students were also mobile through their
terminals. For example, by the late §988s some studeﬁts who had a

strong grasp of French were beiné taught in the French
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educational system even .though they lived in Australia. This

advantages both for migrant children, and for children who were
especially gifted in languages and in relating to- different

environments, but whc could not afford to travels fp%égata.base

allowed foreign schools to have an evaluation of a stqdént’S'

strengths and weaknesses, and minimised problems ‘caysed D
changes between educational systems (across bath  States and

countries).

Studies in politics, social sciences, botany, biology and
geography have :also been transforhed with this new technology.
Students can, for exaqf1e;A experience the-realities of life in
Central Europe while physically being in their hohes or

classrooms in Australia. -

National and international wvisual linkages are now economically

poscible for educational purpoces. These allow for the display of

still imagery, with changes possible at regular intervals.,
*Continuous movement” visual conferencing ie relatively
expensivz, and is <till only routinely possible petween capital

cities using optical fibre linkages, with the aid of studios

_especial!y cet acide for this purpose. This is because it is far

too expensive to hire the band-width required on satellites or
normal telephone lines to allow for *real time" visual
conferencing., The trancmicsion of still visual information wvia
catellite has enhanced the teaching of numerous subjects in the
*School of the Aair*, and in adult tri.r ing programs cbeamed Eo
isalated areacs. The techrnoloqy to do all of the things considered
in this paragrapﬁ had been available for err twenty years;‘ the
Key new factor in 1993 was the continuing dramatic.reductiop in

cost of all but "continuous movement‘ videc conferencing.
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“Continuous movement"” wvideo confagencing-~Nws been ‘used for

linkages ,tn. high priority areas (such as emergency medicine in
5i§of£ied are§s> {n-éustréﬁ\a, but ;Jthorities have 'gfscouraged J
its /ﬁse in other than emergeﬁcy\sikuaticns because of the large
amount of band-width recuired, comparea wi th such apprcoaches as

audio or terminal~based conferencing.

-~

Research is beihg undertaken into how linkages could be developed.
between Cabtg T.V. systems, optical fibre cable networks (between
States), and new "broad band-width' catellife systems to allow
for economical semall-scale educational wusage of “continuous
mcvement"'ﬁkdeo conferencing systems on a \arge scale over -great

£

distances.

All teachers and educational administratorse have their
professional interests recorded in a data base and”are notif{ied
of profeccional development opportunitiec by the system. This is
an extension cf- a more focused approach to information
dissemination which has been made neceszalry az access to masces
of information has become more economical. For example, the
Victorian Education Department in the early (988s started
producing a Iisting of con?erences.indexed according to subject
areas. Previously thisn3istin9 wae produced purely in date order,
In a sense this was a forerunner to more advanced apprcaches, in
that it recognicsed that educational professionals are far more
lTiKely to use profegsioaa? develapment information tools if they
can access areas of interest to themseluves directly without

needing to wade through large amounts of irrelevant data.

Where cost or time is a f§ctor, teachers can attend international
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conferences via their terminals while remaining in aﬁustratia‘

Needless to say, thie does not fully accomodate the social

~

intercourse benefites of in-person attendance.

.~

- 5-8. DISTANCE EDUCATION

The National Educational Data Base has assisted in the running of

better distance education programs. It has meant that students

who move  frequently around Australia have a continuous record

~

Kept on them, which can be accesced by teachers in new iocationsg\

There was somé talk of organising a National Distance Edutation

School, but this was resisted by the States and NT. Instead,

there is very cioée_:ontact between dicstance educators in each

[}

State and the NT, facilitated by satellites. Pilot programs for

such ‘liaison began in the early 1980s using the Intelsat

Satellite.

It has been found that satéilites have been useful for‘udther
distance educatiﬁn programs. Téachere who were previously not
able to attend national conferences because of é?étance Eegufarly
participate now wvia audio-satellite link-ups. This was often
possible before the advent of the domestic‘ catellite wusing
terrestrial linkups,, but it was found that the auaitability ‘of
the satellite both allowed for the participatioﬁ of teachers in
areas with no conventional telephune access, and tended to "raise

the conscioushess” of professional development - personnel

regarding the options available,
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S-9, ADULM SDUCATION

The availability of catellites has aleo ascisted “with adult

education in .solated areas. ' The need for retraining for adults
has been generally accepted, .but nroblems did arise in

implementing this concept in isolated areas with 1imited
b

communicatione linkKages.

Now  all 3\§hnicai 'and Further Education authorities have
developed programs wh}ch include mastery learning sequences and
linkages wvia terminals {for interaction. These programs can be

transmitted either oula terrestrial linkages or the domestic

satellite.

Al protessional =~ associations now have requirements for

" continuing professional education if a member is to maintai«a his

or her ctanding. Centinual wup-dating is essential, because

changes occur so rapidly.

—~—

-

The Australian Pub}%q Service continues to encourage its membhers
to undertake cstudy leave r;lated to their work and in ‘certain
areas has begun-to direct public servants to do so if they wish
to retain their subsﬁéntive‘posttions. In the mid-1988s an
innovative form of this approach was developed jncorporaffng the
concept of permanent part-time work, and a life?ong edgcation
philosaophy. This allows officers to work pne year, then take a

year off, then work another year for a pre-determined time. It

has been found that this approach has advantagese over the

f

S,

traditional _approach of giving large blocks of time for study
leave. OQOfficers participating in this écheme are also alfowed to
under take scme consul tancy work during their study leaver It has

been found that this has real advantagecs for officerc undertaking
A
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such degrees as the Pr.D., and new Tg.D. (Doctor of Technology».
Jt has meant that the otficers maéptain,ccntact with . the A&PS.
There are also tax advantages in spreading the periods of no

_income over time, <ince this allowes for an "averaging of income”

for tax purposec which does not occur when large blocks of study-

leave are taken.

The AFS particularly encourages this approach for officers who

need to keep in touch with both the APS and the business world if
- g

they are to remain at the cutting-edge of their fields (for

A

-

example, data-processing professionals, - longrrange  policy

~

analyets, organisational conesultants, and adult trainere),

With approval, <come of the officers have continued with this
program a#teé gaining their higher qualification. ThHis bhas
diminiched th financial dis;dvantages of beif in the APS for
thgse foiC;PS whec work’in fields which are very highly paid in
the private <cector, in that one year in two can be .spent in
consul tancy activities, Naturally, there are csignificant

restrictionz on officers involued in this progéam to ensure that

there are no conflicte af interest.,

AUSTIRaL st PLBL LL_SERUILCE

L

S-16. NEW EDUCATIONAL ROLE FOR PUBLIC SERVICE BOARD

Since 1554 the PSE has been conducting extensive training cources

on the use of computer packages for public servants. The impetus

for thie reculted partly from the finding of the JMR that "Modern

system development toole including very high level Jlanguages (ie

.

non procedural and user oriented) are ‘not in common uce [in the

APS1." (Arthur Andersen, , 1982, p. 2. Politicians have

”
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increasingly been eﬁcouraged to narticipate, as it has been
recognised that *...upgrading the professkona?éem of senior
adninistrators while }éaving the capacities of politicians ane
political inctitutions low will change the’ balance of power

tetween administratore and politics in directions which may often

invclue undesirable alienation and de-democratjzation." (Dror,

“
<

1971, p. 2&9). There has been a particular emphasis on decision-
support sycetems, particutarly‘systems designed to ascsist with
quantitative - analysis, the déueiopmgnt of models, and systems
desi yned to produce reportse ef#icient4x: This emphasis coincided
with a shift in policy towards part-time work. From 1985 pubiic
cervants who wished to work from home and were involved in
clerical—-type or poiic} work have been allowed to do so for 584
of their time. This has been particularly helpful as an equal
opportunity measure. [t has meant that a number of men, who
otherwice would not have been able to, now work from home and
contribute to child supervicion. It also has broadened_.many
womens’ optione. There are many families in which‘ *...man and

wife split a single full-time job." (Toffler, 1981, p. 227).

The PSB developed a tender document in 1984 for micro-computer
systens with ‘communications capabilities which allow officers
(with approval) to work from home. The Fublic Service pars for

half the cost of these systems and the public servants using them

pay for the other half,

—
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S5—-11. CUSTOMISED STATISTICAL REPORTS
The general availability of terminales hae had other effects,

Statistical reports are rarely made available in a hard copy
format (that ie, on paper), This is because ail executives now

have access to computer terminals. Also, as the amount of

“information avaiiakle became more and more overwheiming, it was

seen that to provide all the information which executives needed
in a paper form involved much redundancy. The emphasis now is on
having customised reports produced around the parameters which

exectutives specify.

e
Thie has also had an impact on education, and on adult training

in the APS. Just as calculators changed the emphasis placed on
repetitive calculation in schools in the early (9¢88s, computer
packages have had an effect on the emphasis placed on students
producing tablee manually in schools, and on learning computer
programming. Since the late 1988s there has been. a dramatic
change in mathematics in schoole and APS training programs. A nNew
form of mathematics called *"information analysis" has been
introduced. This involves students using quantitative and non-
quantitative data to.produce reports. Tbere is little emphasis on
students producing-reports themecelvee from the "ground up"; the

emphasis is on students setting parameters which computer

" packages uce to produce “"skeletonc” of reports. Students need to

1

*flesh-out" the reports produced by the pacKages. Packages are
now available which interact with the students and assist them in
defining the , parameters of the reports. Similar packages have.

been_ in use in the APS cince the late 1986s.

w3
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S—12. INFORMATION CO-ORDINATION

The new types of statiétical packages have had a significant
imp&act eﬂ the APS. For example, reports which could not have been
produced in the early 19885 are now reqgularly prepared with the
assistance of packages. Freedom o% Information reports hauve heen
‘much  eacsier to provide. In " the mid-1988s  there was a
-prolifeiration of micro-systens in all Depariments. By the late
1988s this was controlled through the use of "information co-
qrdination plans” which recognised the value of data and planned
for it - as with the other resources of the Departments. By 1998
it was generally recognised that }nformation systems had become
so powerful that the "information co-ordination approach" needed
to be taken across the APS. This emphasis on a need for a
Service-wide approach to information seemed to be an extension of
the approach of the Committee on Integration of Data Systems,
“e.ewhich reported in 1974...[suggestingl that efforts be made to
ensure that official data svsteme...Ilwerel mutually compativle."

(Coombs, {974, p. 349).
o—-13. FREEDOM OF INFORMATION

The need for compatability of information systems has been
highltighted by the trend to interpret the concept of Freedom of
Information more broadly than in the 1988s. This is because of
~the decreased need to use expencive manpower to search out
information. IMuch information under the Freedom of information
Act is gained directly fhrough computer ter&ina!s. This means
that advocacy groupe often follow the development of legislation
and regulations from the early stages. Alco, therl follow the

public  administrative responses (including early drafting

. | liz
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discussions) through their terminals, Early attempts were made by
& number of public serwvants to develop confidential schema on an

“unaofficral” basis but this has been made almost imposcible by

‘the regular scanning of computer systems by "“policing software®

which had been developed by the Auditor General in the mid 1988s

to pick up such activities along with attempts at fraud.

Personal information is still protected under the Freedom of
{n%ormation legislation. Accesse to adults’ school records and
childrens’ court records are particularly restricted. Some access
té recearchers is allowed, but only where there is no way that
individuale can be identified (that is, data is only available in
an aqgregate formd. Where data could be used to identify
individuals (for examplie, where the data involved refers to a
very few individuals) dummy data is incerted at random in order
to makKe this impossible. The Bureau of Statistics has used this
approach for many years with Census data, and continues to
research ways of preventing the identifictation of iﬁdividuals

when other data of a confidential nature is being analysed with

powerful computer systems.
GENERAl aSPELTS
S-14. NEW APPROACHKES TO PARTICIPATION .

School and work governance is much more participatory. Young

. people are heavily involued in the governance of schools,

gartitul#rly in the selection of material to learn outside the
core curriculum., They make their selection on terminals and can
makKe suggestions for new types‘bf learning activities., They are
a[so encouraged to liaicse with other students and develop

coalitions for change.
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In qcvernment there is a significant emphasis on morKer
participation, with expanded staff suggestion schemes. the use of
autonomeous werk qroupe, and relaged technigues being widely uced
in the APS. Computer conferencing is used ‘o assist with the

implementation of these techniques.

Cable T.V. <(based on optical fibre technology) has been in
operation in all major Austral,an cities since {998. It is mainly
used for the distribution of films, cqmputer programs, data base
access, and Pelatéq information purposes. However, there has

been a significant increase in educational and political

’documentary material on th> normal Australian Broadcasting

Corporation and commercial television channefs, which is in
addition to the two "access educator" channels - one for primary
and secondary students, and the other for tertiary and Technical

and Further Education students. The system is alsq used partly

for polling groups of citizens on issues, and to facilitate the

purchasing of goods from home. Appropriate guidelines have been
legislated to ensure the privacy of voting "records” produced by
such osystems (this is necessary as a number of the fssués voted
upon are controversial ~ for example, the Pestrictioé of smakKing
rights to consenting adults in private). Also,‘if‘it were legatl,
the sycstem could have been used to produce <(without consumers’
consent) " detailed records on the types of gobds purchased by
spegﬁfic households.

Citizens are encouraqged to participate in wvarioucs  government-
establiched task forces-on societal problems. .Ther can also
accese the deliberations of most gcuefnment bedies (local, state,

federal, and gqlobal) via computer terminals <(access is wvia
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various key terms, and responses toc the deliberations can also be
entered in the terminals and directed to backbenchers, Minicsters,

-or other Key decision—-makers).

The wuse of Key terms as a lobbying tool has increased. For
example, some environmenta!iéts haQe instructed their terminals
te contact them whenever environmenfalu_igaues are di;cussed
(individuals would generally be mofe specificy for example, they
might distinguish between environmental iésues affecting their
local area as compared with global }ssues,. or perhaps they might
be particularly interested in one type of environmental issue
[for example, the preservation of specific areas of wilderness or
species of animall). Similarly, libraries hawve programmed
terminals to co-ordinate the recording of television programs
pertaining to a wide range of curriculum area;, using the same

¢

technique.

A number of lobbyists have developed “standard* responses to be
sent to decision-making bodies when issues of interest are
discussed., All oy this has been made possible through the use of
improved index systems 3f deliberations. Initially, abstracts »f
deliberations with Key words linked to them were developed.
However, as the power of computers increased, L greater use was

made of accessing according to every word used in discussions.
S5-15. LEISUKE

As participation has become easier, more and more people are

participating in societal governance in their leisure time.

When word processors were still relatively uncommon, access to

them gave persons a dJdeqree of power whicl was previously

S
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unobtainable without significan¢ support staff. This resul ted

from the ability to, for example, cuctomice letters to a large -

number of decision-maKers. As word processors became more common
this differential in potential -power became less obvious.
However, the people at the forefront in using word processors for

lobbying '~ then began using data base packages to focus their

“lobbying for maximum effect.

By the late 1988s artificial intelligence srétems were available
to people to assist in leisure pursuits. These could be run on
micro-computers and assistod: with such thkings as:

¥ advising on political strategy;

¥ advising on how to relieve tension;

¥ medical advicej

# child-rearing advice;

¥ learning;

*¥ career planning advice;

* marriage.guidance;

¥ leisure options advice; and

¥ networkKing advice (to assist in linking-up with others with

similar interects).

These systems are also used widely in the aPS, They use a large .

‘amount of storage space, and it was not until the mid-1988s that

it was recognised by both the management and unions in the APS
that ther would have a significant effect on “higher-lévei
routine w&rk” (undertaken by.such persons as senjor clerks,

doctors, accountants, and other professionals) in the APS.

4

This was surprising when one takes into account that even in the

eariy 1988s artificial intelligence systems were available to

116

PN »“ﬁi



s diagnosess,

assist with mineral exploration activities, and medical

ASY

5-16. ACCESS TO TECHNOLOGY BY THE POOR

As the power (and perconal power-enhancing capabilities) of
available systems became increasingly obvious, {t was perceived
that, if the demaocratic procgs% was to continue,' it was critical
that the poor not be excluded from access to information,
conventional computer systems, ‘and artificial intElligeqce—baged

systems. This was initially a problem when systems were

introduced, because of their few users and high fixed cost.

However, it was soon recognised that the maréinal cost of
additional users was often not high, and that the Government had

& responsibility to fund the involument of such people in the

system (free use of such systems other than in libraries [for -

example, in the homel was restricted to'those who passéd a means

tect).

This awareneses was not immediate.. In the late-~1988s there was
still discussion on how such facilities should be provided to the
poor. It ‘.ad been argued for a number of years that terminals
should be made available in the homes of people who could not
afford them, but Telecom had resisted tgis conéept for at least

resisted funding of the required'terminals - it had been arqued

that this was a responsibility of the Department of Social

~
Security), Eventually the problem was overcome by making the
provision of information terminals to the poor a national
priority. A number of Departments were inuolued in making a Joint

Cabinet Submission\‘qp this matter (& Key component being &

significant grant . to f?ﬂedom to implement the policy’) and this

, T 117

i MY



was accepted by Cabinet in the late 1988¢.

L\

S-17. MONITORING OF STUDENTS AND PUBLIC -SERVANTS

-The question of access to information‘§bogt oneself recorded in
systems ' was highlighted in the‘date 1986s when the public and
unéon' members in the APS became\ihcreasing%r aware of how altl-
encompassing were the computer systems operated by the APS and

<

educational systems.

Educaéiona! administrators monitor the progress of teachers 'and,?
s;udents via terminals. The APS in the mid-1988s resébrected the
Mandsta <cystem partly because of the heed for a comprehensive
Service-wide syste&l for monitoring staff. This m&ﬁitoring Qas :
partly to assist with caéeer pianning (both Yor individuals and
Departments) but also had a component dealing with the evaluation
and supervision of staff. At the more junior level the emphasis
was on specific evaluation around cutput measures. At m nagement
levels the emphasis*was on using prose comments around kKkey themes
by supervisors. Computer packages were developed in the 1late
1988s to assist with the interpretation of such prose comments.
These packages were partiﬁularir useful in highlighting themes
which occurred over a number of years in individuals’ evaluation
reports, or in groups of evaluation reports in Sections,

Eranches, Divisions, Departments, or the APS as a whole.

Computer pacKkages are available to produce summary evaluative
reports on both =taff and learners. As learners are increasingly
involved in real-life problem solving, and staff have a

responsibility to learn, the pacKages are very closely related,

-

Initially, learning facilitators (especially teachers) and unions
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were ccncerne& about the wuse pf such appreaches. However,
safequards were deveioped which ensured that the systems are used
to assist with the development of individuals, not purely for
negative eva!uafﬁve and supervisory purposes. Learners are now

assisted in the most appropriate fashion possible.

With regard to staff evaluation, the~empha535 is very much on
.eua!uatipns being used to assist with the individual concerned;
both " with encouragement when he or she is doing well, an& with
remedial suggestions where there are problems. This means that
officere with difficulties (for example, in coming tosworkK on
time, or logging-on on time) are identitied within a short time
of the problem aricing a;d'remediat action i< genera!l? taken

quickly to ensure that the officer concerned is given assistance

to overcome- the problem.

The emphasis at the macro-leve! in these appr%aches is to ensure
that broad .policy is being adhered to, whilst allowing for
appropriate flexibility for individuais in the implementation of
that policy. Exception reports are produced listing only those
people for whom action needs to be taken. The computer system
also gives aQuice on the most appropriate action in such cases.
For example, it might indicate that one stﬁdent‘comes from a very
poor home where there is no transport to school, and suggest
that remedies be investigaied when it is found that a student is
consistently coming to school late, In the cace of a staff
member, it might indicate that an-officers’ spoyse .was dismissed
the week before and so ti.e officer would be given a warning to be
on time in future, but not too much.prnssure would be placed on

him or her at this time.




, -
Specific controls have been built in.éo ensure that personal
contact and Wnterpérsonat interaction are maintaindd., Also, the
use Bf telephones which allow for a stationarr‘uisual "component
has greatly improved the "personal!" touch in distance and otheE
non-direct interactions <(which is p#rticulariy impcrtant Wwhen

evaluative activities are being undertaken).

]
S5-18., SOME SCHOOLS AND GDUER@MENT DEPARTMENTS NO LONGER

HAVE BUILDINGS.

)
In the late 1988s the government uced as one Jjustification of the

need +for close monitoring of citizens via computer sycstems the
fact -that a number of schools and government Departments no

ionger had buildings, and that in esuch a context traditional

',()‘

lesc-structured approacges to moni toring would not be

practicable,

A number of correspondence schools sold their buildings in the
late~1980s and allowed staff to work from home 188% of the time -
as do their students. Some new schiools were developed without
buildings = particularly where there was a limited number of
pdtentia! studentg, or where the students were widely spread
geographically, Some schools which initially planned to maintain
their buildings found this wae almost impoesible to Justify as
the number of sctudents decreased. Afso, some teachers who
initially found the idea of working from.’home unattractive
(because cf a concern that career prospects might be limited, or
that profeseional interaction would bg:cut off) soon came (o
appreciate the advantages of thic approach and more and more are
now applying tor “home" rather than "school" placings.

.
2

- ' 120



‘The first Government Departments with no bui!d{ngs weie gmallﬂ
onag. A number of these Departments were in areas whiéh involved
the anairsis of future trends and had a hﬁaur reliance on
information in data bases and could operate without &a heavy

ﬁ\i

emphasis on face—to-face supervision and communication.

L4

AS - the. Ecst of space became more axpensive, and the cost of
communications technologies continued to decrcase, the Department
of Administrative Services developed a set of guidetines in the
~?id—19895 outlining the types qo-F positio 5 which could be
bperated from home. - To the surprise of ‘many senior officialsl it
was fouﬁd that aimost half of the peclicy positions in the APS had
a ©58% or greater_component which could be done from home. This
meant that schme officers were working fgom home up to 4 days per
week. This dramatically reduced the rent and overheads bill for
the APS "~in Canberra. The effect in Regions was not felt as
greatly, as much more of the staff were involved in direct
interaction with the public. However, by the early 1998s more and
more of the public were using their terminals <for interaction,

and“" greater numbers of Regional Office staff were able to workK

from home.

5-1¢%. ”TERMINAL'AédlCTION“ AND PERFORMANCE DIFFERENTIALS.

A problem which was not generally recognised until the mid 1988s
wae, that in - using terminals regularly, students and
prcfessionals céuld cver time develop extremely close
relationships with the sys}ems they interacted with, and lead

>

unbalanced C(as traditionally interpreted) lives as a result,

There  has been a significant decrease in the qua¥§tr.'and

regularity of much inter~personal interaction. . Some sthents are



........

.

o , : . . '
Adescribed as being anti-~social, having lost, or never learned,

qoad inter-persanal eKills. Thie ie & serious negative

~

2 synsequence of increased terminal usage which is sausing

o N

‘educators . and politicians much concern. In sQme area., special

¢
5

' classes in social interaction are conducted in an effort to

)

. tounteract this problem.

e

A" number of students and prots=ssionals have become "terminal .

~addicte*, The highly motivational aspects of using computer

N

terminals for work and study had not been fully recognised until

. S &

the early 19806s. Computer systems provide immedigfe'féedback; and

" &

* do not have personality faults. They respond to instructions
immediately, accist with the clarification of needs, and have the

potential for repeated testing without criticiem - explicit or
‘ N :

impiiéd (as compared with teachere, friends, supervisors, and .

s of

-

con anions). They}igf alco tailor the interaction to the need
' *
the interactor. A ségnifirant number of e€tudents are now start;ng

Ph. D. studies® berfnre 18 years of age as a recult of these
. .

. ‘ : .
‘ factors (in particular because students can proceed at . their own
L)

pace using such systems).
: ~

In the work situation such features have resulted in clear

performance dif}erentigls betweep officqrs,‘ whicq, can be
monitored by the;systeﬁ: This has reculted in !ess“ need for
ﬂgroadband" type supervisors, and more need for subervisors who
can asesist with the foldow-up of spocific' difficulties which
individuals might ;ace. One reason for the massive difference -in
the performance of officers is that there is now virtually
Iﬁnitiess ‘clericéﬂ qsé}siance—type support (for example, in

accessing, filing, checkKing spelling, copyfng, indexing, and

.

) \ ‘ S ’ -~ ' ' ', . . .,.
| | L oplge B

o . . ... ' j‘n.—-o . . "' i’.«-‘

L]




m‘.
3

Fel

mailing gccuments). The trend?towards the employment of fewer
clerical assistanhts (n,the early 1988s by the APS was seen to be
an  appropriate step by the end of the 1988s and virtually atll

!

clerical assistant«type tasks ‘are now 'being carried out by
computer systems. The placeS‘orfginalty #ilted by these persons
are now filled by programmers, systems \§nalysts, and other
computer-related proféssiona;s, so that emp!oyﬁent ocpportunities
have not been lést but have been redéfiﬂed, This has not reduced
the career prospecté of clerical assistants on the payroll. They
have been able to rise thrcugh the ranks purely on abi{itr'(with
a five year experience bar) since the early 1988s, and when it
was perceived that there gob!d be less need for their type of

sKills, the PSB made a special e#fort to involue such officers in

retraining.

Performance differentials have resulted in some officers entering

~the upper executive echelons of the APS (specifically the Senior

Executivg Service - containing less than {4 of fhe administrators
in the APS) in their early twenties. Initially this was seen as a
good thing, as it highlighted that age discrimination (even if it
“had existed in the Service)'wﬁs no longer a proolem; but by the
eariy 1998z it was inéreasing}y seen that technology could
provide more support than most people cou}d cope with (that is,
it was seen that more and more indiuidualé [both- students and
professionals]l were sufféring from "burn-out® as a result of

overstimulation from their environment).

rom the late {988s, to avoid addiction to terminals, students
ard ottice workers were being encouraged to participate ia sport,
arts and crafts, ‘drama,. and various other forms of physical and

social  activity. All new office buildings have provided sports
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facilitias and showers, reading rooms, and other facilities for
phy»sical and intellectual leisure. As many students and workeré
are located in their homes, this is not always of great help in
Qetting them away from their terminals. Ig'an effort to overcome
this, research is being undertaken into new types of sports which
incorporate the feedback ané self-correcting aépects of
terminals, Also, computer s¥ystems themselves are being

increasingly designed to “avoid “"burnout® in operators, by

“keeping tabs* “on their use nf the systems and notifying the

k

operator and supervisors of unhealthy trends. Some models have
bu{It—in warning lights and buzzers to indicate to the user that

SA
a rest-~time is owverdue.

S-28. INTERNATIONAL TASK FORCES

Students, public servants, and other adults and young people who
have the ability, are increasingly working on international task
forces estabfishéﬁ by such bodies as the United Nations. A strong
push for increased youth involvement in U.N. task forces resul ted
from pressure placed on the U.N. by young people during the

International Year of Youth in 1985,

A number Qf' pr{uate groups have also fﬁcilitated youth
involvement. Thé Club of Rome ;n their book published in the late
1978s iNn.LJmAis_in_Leannipgl was particularly supportive of the
twin thrusts of youth "éarticipation“ in society and of vyoung
pecople being trained to “anticigate: " (possible, probable, and
preferable futures)., It argQued that young pecple should not only
be allowed to participate in societal activities, but should be
trained in how to anticipate, so that this garticipatioﬁ could be

real and not tokenistic. Since the mid—1988s there has been an
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increased use of computers ;B“angw both for participation and
training (and facilitating) ’in the use o?“futnbgs techniques.,

~

Telecommunications technology has made significant parf}&ipatjpn
by previously non-involved persons possible at the international
lTevel, “This is particulary the case at the early stages of

discussion when innovative ideas are being scught.

9-21. MULTIPURPOSE SOCIAL INSTITUTIONS

. All social .institutions are seen as multipurpose ‘rather than

single pQPpose. Increasingly, professionals and trades people are
ﬁarticipating in community education activities. Education is
seen as & lifelong process, in which all professions and trades
have a function. Also, there is growing recognition that cliepts
need to be educated to use the powers which they are increasingly
being éiven by the qoverrment in the areas of health, housiné,
the law, and education. The emphasis is on assisting the
communi ty to create its own future, rather than having a -future
thrust upon it by forces over which individuals have no

influence, , «

The increased potential influence which individuals can exercise

over their own futures has partly resulted +rom smaller
institutions. In a ser~se, schools have become one-student
institutions: the student has significant control over what is

learnt, §hen it is learnt, the way it is learnt, and the pace at
which it is learnt. The same is true for”public servants. Those
in policy positions now have the equivalent of a statisticaf
section, library, tlarge numbere of cleric;l assistants, an

editorial team <(both for graphics and written work), and a

@
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personal assistant at their service. This mears that virtually

any officer can have great administrative support at a very low

cost.

The supportive nature of this enbironment'fcr both learners and
workers came a; a shock to many; it was thrust onto a society
which was little prepaﬁed for it. Most of these changes occured
in the decade 1985 - 1995, It has been a period of exponential
growth. Governments have been'hard—pressed to keep control of

developmnents.

f

S-22, REDUCED HIERARCHICAL EMPHASIS.

The powerful technologies‘availab!e have tended to break down the
hierarchical approaches to education and public administrtion
which _have existed for so long. Information is a form of power.
Access to information is thus related to power. With manual
systems it was much easier to restrict access than it now is with
automated systems. As all data analr§is is déne within computers
using standard packages, it is difficult to argque that requested
information is difficult to produce. Also, in the late 1988s
there was an acute awareneés amongst the public 'about ary
information to which they were not allowed access. A law has been
passed requiring that a réd light flash on an individual‘s
terminal when he or she attempts to access information with a
higher security classification than he or she possesses. If the
person fgels that the restriction of access is unreasonable,
there'§re ;stab!ished procedures for appeal. The ease with which
participants in the educational aqd government process can obtain

information has brokKen cown hierarchical structures. More and

more & person‘’s power is related to his or her ability te
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contribute to the goals of the organisation rather than merely to

hie or iier formal position within that organjsation.
5-23. MATRIX STRUCTURES IN EDUCATION AND PUBLIC ADMINISTRA?ION

Related fo the reduced empﬁasis”on hierarchical structures has
been the ali-pervasive nature of matrix approaches to
organisation in education and general public administration.
These incorporate the advantages of project and functional
approaches to organisation, with ah‘emphasis on, respectively,
#he achievement of specific -ieasureable results facilitating
;ccountablity, and on the maintenance of functional expertise,.
"The result is that vast numbers of people report to one boss for
purely administrative purposes ano another (or & succession of

others) for practical get-the-work-done purposes.” <KToffler,

1981, p. 278).

It has been found that *“,,.comp:.terized conferencing is
particularly good for interdisciplinary communications and

multidicciplinary projects.* (Hiltz and Turoff, 1978, p. 249).

In education, teachers are allocated to functional areas (-or
example, curric&lum development, instructional technology,
~gommunity development, -professiona! development, or a subject
areal). Each functional area has a head who is reéponsible for the
development of expertise amongst his or her staff. Staff are
"allocated to projects as required. Projects are organised on
topics as diQ;rse as “Thg impact on education of the average life
span increasing to 188 years® and "The use of holographic
technologies in graphic communications®. Staff work on project
teams for as long as necessary. Each project has a head who is

responsible for ensuring that deadlines are met. There is less
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emphasis on the traditional teaching function in specific subject.
area skf!ls (at least in the cognitive domain, as compared with
the psychomotor and affective domains); much of this is done more

efficiently and effectively by computer.

In public administration there has been increasing emphasis
since the mid 1978 on the need for specific results to be
achieved. There was also a feeling that there was a need for
public administrators to be more willing to shift between areas
within the.APS. B? the mid {988s increasing emphasis was being
placed on the use of matrix approaches in the APS, although,
initially, it was found that the complexity aggociated with lTarge
scale adoption of matrix approaches in large systems resulted in
much ;onfusion. However, the approach was found to work well in
clearly defined sqp~sections of orgenisations - for example, in

the development of computer systems within large statutory

authorities.

By 1998 thecse difficulties had been overcome with the assistance
of data processing and telecommunications technologie?. For
example, all projects are now'co-ordinated with the assistance of
computericed PERT (Program Evaluation and Review Technique)
packKkages. Information on such things as staff preferences for
different-types of projects, staff qualifications and experiencg,
staff development needs, and project progress, is all integrated

into the system.

*Ongoing transcripts of all conferences among middle managers
permit monitoring andsor intervention if an unwise decision seems

imminent.® (Hiltz and Turoff, 1978, p. 144).

g
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$-24, NEW APPROACHES TO PLANNING

There has been great emphasis on integrating matrix approaches to

organisation into a corporate planning perspective.

In the early 1988s the Department of Administrative Services
developed guidelines for the development of ADP stategic plans
for Commonwealth Public  Service Departments. These plans

incorporated a five—-year time horizon.

By the mid 1988s it was increasingly realised that Departments
needed corporate plans with broad goals, specific measureable
obJectives_ (to facilitate accountablity), and clear strategies
designed to achieve the objectives outlined. Strategic plans were
then ;ﬁtegrated"intb thhs plan for each functional area (for
example, data processing, peésonnel, and finance). In 1985 the
Public Service Beard issued guidelines on the development: of
corporate pléns for Departments and also ran training‘courses in
this area for middle and top management.‘ It was aiso decided to
hold regular six-monthly meetings between all Permanent Heads and
Ministers to assist with broadening the vision of Permanent Heads
on government goals (and.the perspectives of Ministers on the
administrative implications of their ideac, the implementation of

which would relate to more than one Departmert).

A}

As it was increasingly seen that there was a need to integrate
education with other areas at the State level, it was appreciated
that there wés an increased need for Stafe Education Departments

to also develop corporate plancs, A particular emphasis in most of

these was on efficient interfacing between Education and other

relevant Departments. Education Departments were increasing their

roles in such areas as adult training C(with a particular emphasis

i
o
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on ﬁétraining, in comparison with initial training), training for
pargicipation in societal decicion making, and the implementation
of/ a tife!ohg education philosophy. The complexity of this (in
&hrticular in relation.to the need to use fesources from a number

‘of Departments on'%any of the less traditiona! projects) was
i
controlled by using matrix approachecs and by having clear goals

and cobjectives to work towards.
5-25. USE OF FUTURES TECHNIQUES

Rational techniques (such as strategic planning apprégches) are

o

uﬁsd to the maximum <for efficient and effective policy

. . .
-

deﬁelopmeﬂt. However, .it is alsc recognised that “All these
rational techniques are auxiliary to creativity, which is the
central way to inuent.new and better alt;rnatiues;f‘(DrOQ, 1968,
p.‘ 179). Futures studies techniques such as scenario devélopmeht
- technigues, " delphi, CIMAT <(Cross 'Impact ﬁatﬁix‘-ﬁnafgésis on - o-F
Transparenciesf, games, role plays,..and BOM (Brainstofming on
Microfiche) are used to facilitate the deveiocpment of creative
alternatives. It is also increisingly recognised that face-to-

face meetings are not recessary for the generation of creative ...

approaches, and may actually irhibit their development.

5-26. “OPENNESS* OF COMPUTER CONFERENCING - ADVANTAGES FOR

EVALUATION.

As well as an increased emphasis on the uce of futures technidues
in the development of programs, there is an expanded emphasis on

the need for structured evaluation of the results of programs.

Face-to-face communication is used less than in the past in
evaluation exercises because it is much easier to maKe candid
/

/ .
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comments via a computer termina'. Candid comments are essential

if educational and more general public administrative
organisational improvement consultancy is to work effectively.

*Experience confirms the point that the advisory relationship is

most effective when decision makers are willing to allow

themselves and their operation to be fully examined, and to
receive, as well as make, candid disclosure.” (Lasswell, 1971, pP.
79). This is facilitated at the beginning of the consultancy
process by allowing the participants <(both consultantsﬁ and

~
management) to make comments anonymously into terminalg.

The openﬁess of computer chferencing has also been found to have
indirect advantages in the area of evaluation. "One of the many
advantages bf an open society is that evaluations of social
progress come from.a variety of sources.” (Jones, 19??, #. i9>.
Evaluations too often tended to be closed-shop- affairs, and were
often of a self-jucstifying nature. With computer conferencing it
has been easier to éliow for wide participation in the evaluation
of educational and public administrative systems. For example,
one school council used conferencing to allow parents to input
ideas and criticisms at the early stage anonymously. It was found

that this increased dramatically the input at this stage. One

A

Commonweal th Department with a large number of service locations

allowed clients to input comments when they came for service via

the operator. The comments were analyced by a computer package.
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CHQEIEB_éﬁ.CBSE;SIUDX

vhis section oOf the thesis i% based on an irterview which the
author held with Dr Mick Marchj Principal, Marrabundah College,
Canbe;ra on 16 September 1983, Section 4-1 deals with the Key
themes, and how they apply to tﬁe College at prasent. Section 6-2
deals with  the broad question of how relevant the scenarioco

outlined in this thesis 1s liKelYy to be to Narrabundah College in

1995, &

kY

A non-structured }nterview approach was used in which Dr March
was encouraged td ;omment on his own experience in relation to
the Key themes and the scenario. The emphasis was on gaining an
appreciation of one Principal’s views on how the kKey themes are
being implemented in one échool §ystem, and also his views on the
potential for the scenario to be realised by 1995. In relation to
the scenario the emphasis was on gaining one senior educatibnal
administrator’s perceptions of "probable” futures (as compared

with possible [as in the scenariol or preferable futures).

The interview with Dr March tasted for over two hours. This
section of the thesis does not consider Dr March’s comments
exhaustively -~ instead the author has focused on a number of Key

t

areas considered n the discussion.

Dr March has been principal at Narrabundah College since the
early 1978s. He has had previous experience as & High School
principal inp N.S.W. Narrabundah College is & Government seniof
college in the A.C.T. schools’ system (ctudents being in Years ii

and 12).

My own comments on Dr March’s views are included at the end of

132
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each sub-section. -
1 have also included & section giv'n~ an overview of the
usefulness and implications of this interview (sectior. 6-3) and
have included a number of proposals, <flowing from the interview,

f

in the recommendations section.

S

&-1{. THE KEY THEMES
é6—-1-1. Co-ordination.
Jlotecuiswer’s comments:
\

Dr March indicated that being strongly technology-oriented can
tend to result in one losing sight of human-relations aspects of
administration. There is & possibility of depersona!ising
information—-processing once one gets into the machine age. He
indicated that if properly used, however, technological aide are

very useful.

He felt that one of the basic problems with data processing
technolcogies is the requirement that data input be extremely
accurate. Many teachers feel frightened‘and "put off" by the

precision required. One frequent criticism is that it will be the

ST

computer, and ot educational requirements, wnich will determine

how the school will be administered. There is a continual need to
per<sonalise the information processing. It is important that the
people who put the information into the system get it back; that
isy; that they have a sense of "ownership"®, A Key aspect in the

ownership process is to train users.

Dr March also indicated that csometimes it is better to adopt a
less efficient model than a totally efficient model, if staff are

!

+
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willing to sdppont the less efficient mode! and make it work.

, | Researcher s ppflpctions . _

¥ I agree that efficiency is not the only objective which needs to
be aimed for in developing data-pr;cessing systems to acssist with
the - co-ordination of educational processes. There is a need for
' participants to feel some “ownership“ of the system (in terms of
A. both its development and refinement). Human re%at{fns asp:its are

also central if co—oﬁdination is to be carried éut effectively

(for example, teachers need to be *sold" on the need for input

i

data to be extremely accurate if the output is'to be useful),
é~1-2, Devolution.
Interuiswep’s comments: ’ ‘

The A.C.T. government school system is a highly devolved one.
Devolution to schools is counterbalanced by thg fact that it is a.
very small system and a wvery wvisible operation. Al though
responsibiity for decision-making rests 3n the schools, the

results of that decision-making are very visible.

In the A.C.T. the Principal is working with a highly educated
community. 'Dr Mafﬁh felt that this interngl c010bdinating factor
maKes for an excellent environment for devolution. He indicated
‘that,~ for the individual teacher in the)A.C.T., there is much
moée involvement in decision-making than in N.S.W. In the A.C.T.
the structures are more fluid, and project teams can be more

eaéilr formed.

A difficulty with devolution is that governments are recponsible .

for decisions taken by public bodies. It is virtually impossible




rogoe

o
herself ultimately from

decisions taken in individual schools. Thus, there is a 1im:t to

the extent to which devolution can take place.

~3

‘Dr March fndiéatgdwthat devolution tends to be a reprecentative
" pather than a full participatory process. This =-an create a new
elite within the structure. Representatives tend to be b-tter

educated people, who are already involued in the system at some

level. *John Citizen* will not necessarily either stand for-

election or get elected. However, to make par,ticipation less
elite would involve the‘ administrator attending even _ more

meetings than at present.

Another difficulty is that the more people become involved in the

decision-making process, the less weight the views of any one

participant on average will have. The more educational

administrators try to involve people, the Ie;srpqwey‘qny single

‘individual has, This results in a feeling of powerlessness for
people who are purticipating. There is, however, a non-zero sum

of power. QOpe can share power, build it up, and form coalitions.

Dr March indicated that most people experience frustrations at
times because of gh; slowness of the A.C.T,. egucationai decision-
makKing structu;e.‘ For example, even the A.C.T. .Scheols Authoritt
cannot make decisions which wit}.'stickf. They attempted'{o close
Watson KRigh School and falled - as & result of community

pressure. The schoocl is now temporarily clqsed because o0f the

"asbestos scare" ~ again because of union and community pressure.
Researcher’s_reflectiop:

It is clear from D; March’s comments that there is a degree of
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conflict between devolutioh and Minlisterial accountability Cas I

have considered . in Stction 1-2 of this thesis). Also, it is

i

snterfstxng to cons:der how the educatsonai Ievel of communéties

could affect devotutton. I€ deuotut:on is to be carried out

. e

e;fectiuely, i e i$ essential that both well-educated and les..

wél!-educafed.parenti be able té partiéipate. The Key difference

be tween these grbqps of parents woyld be that one group would

need lifile facilitation to participate in a devoived structure

and the other would need facilitation. Clearly there is a need

-
-

for an advocacy role in relation to partigipation by the poorly

educated. It is also important to consider ways of facilitating
new approaches to parficipatorr-based involvemen t (compared with
representative involvement). For example, it might be appropriate

to consider such approaches as "Search®™ conferences which can

involve large numbers of pecple considering policy options.

" "Search® approaches can be compared with traditional approaches

to considering technolegpgical change, which‘gnly,involve elite

decision—-maker<c.

&~{-3. Participation.

LJ

doteryudiswer /s _comments:

Parents. teachers, students, and other citizens can participate

in Schoo. Eoards (school governing bodies) in the A.C.T.

Dr March indicated thak the Maﬁority of non-teacher or non-
student membe 3 of School Boards tend to be either parents of
studégts, or ex—students., It is rare fbﬁ a Board to ever hav# its
full quota of community representati;es nominate fnr' positions.

3 ' .
For example, at Marrabundah College eiections for School Boards

are held only occasionally..
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Dr March indicated that teachers can participate through school

boards, faculty meetings, execﬁtiue p%annipg aeetings and so on.
The extent to which this results in real .participation varies
from school to school. To some peopie a séa*f meeting is a
meeting where the Principal tells the staff what they will do.
Other schools have staff meetings which allow all staff members

to contribute.

Participation by teachers also occurs in wne promation process.
Dr March fel* that this is'important if teachers are to be
“professionals” in the true sense of the word. The ideal of peer
involvement in the measurement of prafessionafism is a Key
feature of thics concept. However, there are difficulties. It is
hard for a teacher’s peers to tell him or her that he or she
should not be considered eligiblé for promotion <(even after

perhaps twenty years of teaching).

Or March indicated that most secondary schoole have student
councils. However, Narrabundah College has experienced various
lengthy periods when, because of a lack of student support, there

was no student council. A council has recently been re-

—

established.

\‘

Generally, popular students are elected té the Schoot Board.
There is a danger that the students on gﬁe School Board will
eventually come tc be seen as part of thql establ ishment. There
needs to be a mechanism for student repfesentatives on School

Boards to report back to fellow students., Without a studer?

council this is difficult; however, newsletters can assist.
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These comments show that a Ke» feature of professionalism is the
determination of standards by _the professionals themselves.
Certainly in relation to teacher promotions it is clear that
there .is a ﬁeauy emphasis on pro?essipnalism igl the A.C.T.
Howévet, it could be arqued that the extensive inqplvehent of
other groups (sth as parents, students, and other cohmunity
groups) in educational decision-makKing limits the professional
1autoncmr of teachers. Thie is an increasingly common feature of
altb professions (for example, there is increas}ng emphasis -on
. disadvantaged groups having more control over medical processes,

£
3

" and government contro} over accounting standards).

It is also clear from Dr March’e comments that it is much more
’ s

difficult to establish a participatory, compared with 2

representative, model for community barticipation in school

Qovernance.
6-1-4, Decentralisation{
Intecuiecwer’s commentss

Dr March stated that there has always been a limit to freedom,

and that there always will be. ,

In relation to the A.C.T. schools system this means that ‘only
well” thought-out decisions can “survive®., There are so many
checks and balances that a radigal decision will' need to be very
good to be accepted. Regrettably, some quite good decisioﬁs never
get off the ground because of the excessive difficulty in

decision—-makKing,
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Or March felt that theré is a general conservatism of both
parents and students in a time of economic recession. This makes
change more difficult, even though it is possible under the
formal rules, Students are particularly conservative; they are
less adventurous than they were in the middie 1978s. ‘Some
students seem to see education as a race to gain marks. ‘They
worry about employment and the competitive nature of entry to
tertiary studies. In 1975, when Narrabuﬁdah College surveyed
students about the subjects they wanted to study, there was a
Xgreat diversity of subjects requested (in such things as 1ife
;skills), but few students ever actually took these subjects when

they were eventually offered as part of the curriculum,

Conservatism in curriculum choice also results from external
pressures. Dr March jndfcted that the subjects which are accepted
as part of a tertiary package are becoming more rigourocusly
gscrutinised. The Australian National University is exerting more
pressure on the content of subjects for tertiary entrance and has
complete freedom in either accepting or rejecting Cotlege
i

syliabi,

In 1982 the Economics faculty at A.N.U. had a very poor pass rate
in first yea~ courses. Ther responded by blaming the Colleges,
and by 1laying down strict criteria on the cqﬁtent of .Coitege
Economics courses (if they are to count for A.N.U. admissions

purposes), even though there is no close relationship between

studying Economics at College and at University.
Reseparcher’s reflections:

It is clear from Dr March’s comments that there are a number of

limits to the impact of a decentralised structure on a particular
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College. Thesel factors include the review procedures through
which all decisioﬁs need to pass, the conservative nature of
students and parents <(particularly in times of economic
constraint), and exte;nal factors (such as tertiary
institutions). It could also be argued that a structure which
only allows for "good" (that is universally accepted) decisions
to survive will tend to be one which is not able to respond
quickly to social «changes, or to give encouragement to

innovators.

\
é6—1-5. Consultation.

Intecuipuer’s_commentsas

Dr March indicated that if a Principal is to involve himself in
radical change, he will generally have meetings with staff,
parents, and students. At present Narrabundah College is

;xamining its aims and objectives. It has brought in consultants
p

to structure such meetings. The consultation process in this case’

shas not extended to the whole community.

Narrabundah College recently organised a dar for students to
consider the aims and objectives of the school. Attendance was

not compulsory, and only twenty students attended.
Reseaccher’s reflectinnss : Y

It is clear that consultation is particularly important if a
Principal wishes to introduce changes. However, the offer of
coﬁsultation. will not alwayrs result in participation
(particularly when more attractive alternative uses of fime are

available). This is highlighted by the lack of student interest

1490
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TUURtTT recentl¥ in having a Student Council (as outlined in

Section &~1-3). ’ -~
< 3

Technol ogy | and computer-based procedures may | tacilitate
consul tation and participatibﬁ, in that they can allow for
student input at times convenient to them, and in ways which are
non-threatening. Interpebsonal interaction must be retained as
;being of primary importance; the technology should be seen as a
supplement to other approaches to cqpsul tation, not as a

replacement for them.
6-1-6. Networks.
Intepuieweris_comments.s

Dr March outlined various types of education networks in the

A.C.T. which influence Narrabundah College.

There is a local education'network. This involves the High
Schools and Primary Schools in a College’s immediate region. The
problem is that the student population of most Colleges comes
from across the A.C.T. <(and also from other States and even

overseas).,

Regional meetinés of School Boards are held occasionally so that
if a primary school is p}anning a new curriculum innovation (for
example, the introductior of a new language course) it can liaice
- with other schools (for evample, secondary schools) which might
be interested in deweloping a co-ordinated approach betwsen

different levels of education in the region.

The College is involved in a network of international schools

through the International Baccalaureat Program (this is a year 12
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program acceptable for.tértiary entrance purposes in & number of
countries). The College aleso has close link3with Senior Colleges

in Tasmani: a,
/

Prtncipale,nationally have close linkages; for example, & 'High
School! Principals” conference was held recently in Canberra, and
the National Conference of Principals of Independent Schools was
held in Brisbane early in 1983.

Teachers tend toe network through professiconal Teachers”

|
?ssocations (for example, in Mathematics) which are organised

§

locally, and are part of national bodies.

Many educational administrators in the A.C.T. are involved in the
Australian Council of Educational Administrators. Senior
educational profecsionals often are members of the Australian

College of Education. /

At the Year 12 level /;he A.C.T. Schools Authority is linked with
a number of examiping bodies. The Australian Conference of
Examining Bodie€ mgéﬁs twe times a year., Representatives from the
agéncies are inqb}ued in the meetings, and there is generally a
teacher represgﬁtatiue from each agency f(usually a College

Principal in,fhe case of the A.C.T.>. ' -

A}
¢

Dr March +telt that there is not as much networking as there ought
to be. For example, it is rare for all the staff development
funds to ever be completely expended in the A.C.T. Also,
sometimes it is wvery difficult to get <ctaff to investigate

educaticnal projects elsewhere in Australia.

~
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/ It is clear from the above comments that there are extensive
-/ networkKs of all aspects of education in tﬁe A.C.T. These netwerks i
are organised albng both functional (for example, subject area)
and preoject (for example, the Intérnatianal Baccalaureat Program)’
g‘ lines, However, it could also be argued that infecrmation on
| networkKing opportunities is not as widely available as it should
be, given ¢the fact ¢that all the money available for sfaff .

development purposes is rarely expended.

Further, the increasing costs associated with actual attendance
at Nafional conferences, or with national data collection for
research, are becoming prehibitive for many potential delegates
and researchers. it is clear that the new computer-based
technologies will‘haue the potential to permit greater national
involvement without actual attendance, and in these ways,
educators of all types should be significantly assisted with this

type of networking.
é-2. SCENARIQ

This section of the discussion focused on Narrabundah College and
the relevance of certain aspects of the scenario to possible

futures for Narrabundah College up to {995S.
&-2-1. Computer packages.
- lnishuiamen;s_cnmmenis;

Dr  March argued that many people deplore the fact that, partly
because of the influence of the modern calculator, some students

cannot perform routine mathematical processes such as the long-
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df&isioﬁ .algorithm. He indicated that the adoaﬁfaﬁe of the.

calculator, if properly used, is that examples of reai-life

mathematics can be looked at without the arithmetic obscuring thg
fogic of the probiems. Once oﬁé §ets to the stage of being able
to program as well, the ability to'explore ideas, structures, and
logic by numerical analysis is extended tremendously. This can be
done without being detrimental (according to many people) to the
individual’s ability to calculate. However, some balance must be

drawn between understanding concepts and technical skills,

Mathematicians have been the first to use computers. This is not
surprising, taking into account thé logical processes involved.
However, computers are now spreading into other subiject areas.
For example, at Narrabundah College a computer has been installed
to teach students word processing techniques. It is essential
that typists learn these techniques, for it will not be 1long
before all businesses have simple word processors. The science
department at the College has requested that mini computers be
made available for use in physics courses., The design technology
teachers are investigating computer graphics package usage. These
can be used in the technical &aning component of courses. fhe?
can assist wifh ~giving students a ctegrer understanding of
pérspective, and general design principals. A synthesiser is used

in the music department - this is based on microchip technology.

“

In the College students are free to choose the subjects they wish
to study. Thus, there is no way that typing'can be made part of a
"core curriculum". There are no compulsory subjects at {11.
Nevertheless, Dr March indicated that in future there will need
to be an increased emphasis on Keyboard skills. Students will

also tend to learn to type at home using home computers.
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MHe feefs_ that packageé will be used extensively by {998 and

almost universally in Australian education by 1995,

Packages will also be used in educational adminisfration.
Nar rabundah College has been using computer systems since the
early 1978s. Many reports are generated. However, this is not
necessarily a good thing, because the reports produced do not
necessarily focus on the information need of the eﬁucaticnal
~adminigtrator. The current administration computor system at
&arrabundah College is batch-based rather than real-time via
terminals. In such anp environment it is possible to print-out the
academic status of every student but ﬁotqfo have a terminal in
the principal’s office which he could use to gain customised

reports quickly.

Dr March believed that by 1995 senior teachers and educational
administrators would have terminals on their de:zks, and would

obtain reports via "user-friendly" query languages.
‘Reseparchep’ec rpflpctionss

1 agree that real-time ' systems wil} enablé eddcatlonal
administra;ors to access information in a more focused ‘f;shion.
However, such systems will onlg be used efficiently if
administrators are trained to use the systems %o gain the
information they require. With interactive query-based languages
‘becoming generally available (designed to allow infuormation
systems users to request customised reports using English
language-like commands), this training should emphasise report
design rather than computer programming. As is clear +from the

scenario in this thecis, I also agree with Dr March’s vision of
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the extensive use of computer p#ckages in all subject areas and "
their expanded use in the home. For example, éxtreme!} éffectiue #\\
economical interactive~p$ckages are already available to teach \E
eKills such as typing. ’ }
é~2-2. The role u#mschool and p%btic libraries. ﬁ
lotecuiewesla commentss ) ;
0 March argued that breoadening the role of libraries and .
alliowing students to learn f;om home would produce individualised
learning and a lack of control and standardisation. He felt that
this would worry many educators. From a cynical point of view, it ~£

could be argued that many educators and communi ty members would
noet care what people know, as long as everyone Knew the same
thing., It is the fact that different people Know different things

that causes concern.

+

e felt that the use of mastery learning packages is not related
to the way people learn., They tend to éreate boredom and force
people to go through learning steps unnecessarily. They do not
take account of the enormous capacity of the human mind. This
learning facility - needs to be built into pacKkages. Dr March
doubted that the problem§ with mastery learning packages will be
solved by 1995. The combined effect of many people "out to make a
quick quid" and many teachers being lazy in their teaching and
sbftware-selection process means that much software will be of a
very poor quality, Schools will reed to héve a rigourous ARADP
strategic plan, and all proposed software purchases will ' need to

be thoroughly tested.

Dr March felt that the actual role of the teacher as an

.
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intervener in the learning process woutd&have to be developed if
students Qere to learn from home. Teachers would need to have. a
considerable amount of training to piay? this new role, and
teachers at present have not afways had tﬁé necessary training.
However, once this sort of learning beccmes:pore common, teachers
will want to learn about it. Conservative forces will need to be
overcome. People will need to be conditioned t5 think of this

4

learning as acceptable.
. : !
One approach to this would be to have pilot pregrams. The *School

without Walls" (an innovative Government school in Canberra which

emphasises the use of community resources) could be such a pilot,

‘This .school was designed toc use community recoucces, with

s#udents spending much of their time cutside the srhooul building
fearning in the cbmmunity (using such organisatioas as! the
National Library as learning resources). In the pilot program,
students would learn on their own at home with ths aid of
computer terminals much of the time, and the school would act

purely as a co-ordinating body.

s regards a more conventional community eéucatéon approach
mentioned in the scenario, Dr March indicated that most schools
in the A.C.T. do not have community libraries <(libraries
avaijlable outside school hours)., He felt that it could be a very
effective use of a school resource, and would be a positive goal

toc work towards.

Recparcher’c npflprtionss

As regards the last point mentioned above, I feel that the cost
[+

of allowing for the duplication of such resources as libraries
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will énsure'that sChopf and community libraries are combined or

closely coordinated, and accessible to all. ' -

Dr March’s comments on mastery learning software are based on
approaches to computer as;isted instruction which are out of
date; but which are regrettabiyf itill reflected in °
cbmmercigliy avai!abté sof tware. Good mastery learning sofiware
now has a testing component ;hich allows students to “jump*
‘modules of a Iearﬁing nragram which the) ajready understand o a
predefined level of competence. The seftware can also be designed
to aliow for customisation to the learning style which best ;uits
the indiuiduaf learner (for example, strongly graphically or.
prése-ariented, depending on the student’s success in tearn}ng
earlier material based on alternative presentation approaches).
As with all typey of packages, it is essential that the software
be tested before purchase, and fit in with an overall ADP plan
~for the school. However, this does not mean that computerised
5;§tery learning approaches as such are inappropriate as Dr

March’s comments would seem to suggest,

-

Both pre-service and in-service training of teachers will need to

reflect rapid changes in technology and their applications in

o

. . [
education, ‘If this:is not done, teachers will not cope, and by

“r

default, will become increasingly redundant.
6-2-3. Innovative approaches . to education.
Jotecuiswer’s commentes

On the issue of parents playing a Key role in the educatfén of
the young, Dr March 'indicated that schools were established to

meet . particular need in society. Certain sKills were needed to
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survive in the late nineteenfh century, which the averEge parent,

.digr,not have. Consequently it was necessary .to provide “elders"”

[ 3 .
(teachers) to children in an isolated environment (the school).

ST PR

Qr March wondered whether in the future éarents'woulé have the
skills needed 'to impart Knowledge. Even if parents were to play a
role, Dr March felt that teacher the would still be essential for
5sglating and pacxaging information in an accessible way. He felt
that teacgers wiil need leéess specia!iﬁed Krowledge, and more

. €kills in facilitating learning and accessing information.

‘
Dr March did not feel that the full vision of the scenario will
have been achieved by 19%5. He cited as evidence for this his
vicw that in the last decade in the A.C.T., cﬁanges have not been
as dramatic as envisaged in the scenario. Instead, the progress -
which has occured has tended to be of "a few steps forward and a
few steps back" nature. However, he did feel that ther: will be a
growing call for data base and networKing access. There will be
‘ess emphasis on textbook learning and more on using data bases
and networks generally (if these are readily available). He felt,q

that people may have some difficulty in sdjusting to involvement

in extensive international liaison via networks.

Or March indicated that lifelong learning could be very costly if
current approaghes are used. However, the use of new technologies

may make it cheaper to allow for this type of education.
Ersparchern’c roflectionse

1 feel that there is real potential for parents to play a Key
role in the education of the young. Where they do not have the
basic necescary skills, it is the responsiblity of the education

system to provide prégrame to assist them in gaining these /

)
< idt
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sKills, It 7% regrektab!e that with Australia‘s lYow participation
rages in ;ducation‘<for‘peréons aover fifteen &ears ot #ge) many
;Lf. pa;ents (unless there are significant changes) will continue "to
lack the higher level conceptual skills necessary for them to
assist the young }n fearniqg. ‘This does not change the
desirabili}& of the vision - ii'ﬁeané that more ré?oﬁrces must be

put into assisting adults learn the necessary skills.

The Pafe.gf gﬁange in the last decade jn the A.C.T, may 5ave been
relativel!y slow; however, in;xpenséve and _powerful communications
and computxng“technélogies were not available at that time. The
deve}opment. of .inpxpgnsive computer networks and related
te&hnologies needs to be recogn}sif as being potentially as
siQnificant as, the development of the printing press for
learning, I¢ ese technologies are not applied quickly, huwan
poiential will e;wasted. This must be seen as the crime wﬁi;h it
is, rather than) as. "a continuation of past trends". Adult
education will also need to increase people’s awareness of the
potential usces of the new ﬁechnologies, if significant numbers of

community members a&are to beccme inuvolved in such things as

international networkKs,-

é—2-49. Approaches to career education.
lotecuiewerls compentss o

Dr March posed the question of whether we will be talKing much

»

about careers in 1995, Unemployment could be as high as 38 or
48%. He felt that people will have to be educated to foresake the
ideal of having a conuventional career, and that there would be a

need to break down the rewards ascociated with having careers.
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" He felt that mentors (which were considered in section 5-5 of the
i €

scenario) could be paid to assist otheﬁ people~in learning broad

sKills <(not purely as a career educatibn device as envisaged in

. - !
|

the scenariol. : "y |
* |

L4
In relation to the “Adopt-a-School® concept, he indicated ihat
businesses do not adopt‘gocal'schoois in Canberra, although some

businesses offer prizes fcr cschool ‘competitions. Work experience

goes some of the way towards this concept.
Besearcher’s ppflectionss

I &dree that unemployment will continue to rise, and that there
is a need to broaden cne’s wvision in relation to career
education, I would agrec that mentors could be-used to assist
young people {n gaining an appreciation of such diverse

activities as how to participate in handicrafts or . in s%cial

'change processes. 1 do not acree with Dr March’s view that the

¢

rewards associated with having a conventional career need to be
brokKen down. What id'needed -instead is for much of the potential
satisfaction from having a career (such ac the fecling of
contributing, and being able to have a reasonable standard of
living) to be offered to the unemployed, through involvement in

non—career based activities.
6-2-3, Communicative competence.
Intecuicswer s _commentss

Dr March felt that & broader concept of communicative competence

"is an  idgal goal. However, this assumes a basic level . of

intellectual competence. For some people this level may be too

- B &

7



& Wt d

high, and may be undesirable even if it could be attained. From a
crnical point of view,' it may be better to Keep people.ignorant.
The only people who start revolutions are those who Know they are

badly off.

He indicated that a significant part of schooling (he prefered
not to use the word “education" in this context) is <or strong
socialising. Fundamental survival skills are tavght with an
emphasis on the need to obey rules (in relation te zuch *hings as
physéc;; violence). He wondered if such socialization coulc occup
if students learnt from home. He indicated that scheools Keep
children together a:d form them into a society. If they learn at

home they may become more individualistic Ceven if weill taught?

and interpersonal ckills may suffer.

By 1995 people will be using the new technologies but, if they
are too mechanically complex, some people will feel discouraged
from using them. It is therefore essential that whe equipment be
"user—-friendly", simple, and developmental. There must be a
structure which will assist people to learn broader communicative
=/ills, but which will also allow them to proceed a% their own

pace., It will take‘at least 12 years to achieve this,

Beseparcher‘e reflectionss

‘~

I would agree with Dr March that it is important for children to

learn basic social values. This can be achieved through them

being at school with other young people some of the time. Also,
students who behave in deviant fashions could be required to
atfgnd schools in 3 way similar to that.in which deviant young
people at present are required to attend remand centres. However,
I do not feel it should be necessary for all young people to
152
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~attend school 188% of the fime in order to learn how to behave in
society., In fact, it could be argued that more deviants are
created by schools than are reformed by thom (in that schools
give disadvantaged children a feeling of inadequacy and failure
which may result in them seeKing rewards in soc}al?y undesirable
ways). I would aleo argue that Australian society needs more
creative individuals if it is to remain internationally
competitive in a global econeomy increasingiy based on the
creation, storage, and cuimunication of knowledge rather than on
the production of gcods and services in tightly defined
hierarchical organisations, If this is the case education should

encourage, rather than stifie, individualism.,.
é-2~&. National escucativonal data base.
) Y
doteruiewer’‘e _commentes

Pr  March agreed with Bennett that there is conflict cetween
freedom of information and privacy (L1988, p. 31 as outlined in

section 4-2-3 of this thesis).

He felt that it is desirable focr people to have strong
information—~accessing rights. MHowever, it is also critical that
bad information not "follow peoplie” forever, People should be

able to “"chrug-off" a negative label, and hmt be permanently
classified as deuiahts. Data needs to be editéd reqularly, so
that people Know what information ic held about them {they would
be given copies of their records as a part of this process), and
recorde relating to childrens’ court offences should not be held

for long periaods.




J feel that Dr March’s specific proposals in r;gards to' privacy
pro;ection could play an important part in ensuring that a degree
of privacy is maintained in a "Network Nation”., The concept of
keeping only negative information on persons for a specified time

would be wurtﬁy of further exploration, but it should not apply

to more major crimes.

6—-2--7. Distance education.

Ipntecuipiier s commentss

Dr inarch agreed that a national educational data base on
itinerant students would, if established, prove very helpful, but

feit the logistics could be overwhelming.

He »niredicted that sztellites will have av big an impact as the
pedal-radic did for education in isolated areas. Such
techrnologies will also assist with teachers” conferences.
National conferences are bécuming very difficult to arrange at
present, partly because of the increasing cost of travel. At the
came time, the desire for national contcrences is growing. ©Dr
March felt that gdqtatdré neeé to look for new ways of exchanging
information. It ma> not be as enjorable to sit in front of a
terminal to participate in an fnternational conference as to
attend a conference in person (for example, in Miami); however,
many international conferences could be organised more
efficiently on a regional basis with interchange of information

via computer networks between regions.
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‘Bessacchec’s paflectinnss | -

I agree with Dr March that there is real botential for new
technologies to be wused in facilitating the interchange of
~information between educators as a supplement to other
approaches. It would be appropriate for the Australian College of
Education to approach the Overseas Telecommunications Authority
to +und a pilot 1linkage of regional conferences between
professional educational asssocations in different parts of the

werldg.
6é—2-8. Adult education.
lataruiewerls commentss

Pr March doubted that continuing education would be required of
large numbers of professionals in order to maintain their status
by 15795. However, he did indicate that the Teachers Federation in
the A.C.T. haslaccepted involvement in continuing education as a
criteria for promotion. Compulsory attendance at courses to

maintain status industrially is not, however, required.

He indicated that compuleory continuing education may be more
iikeiy to come in the para-professional areas. For example,
doctore may apply pressure to require continuing education Ffor
nurses, rather than for themselves. The people at the “top of the
tree” qgenerally <see thehsetves as fairly competent and not
requiring continuing upgrading, but they see a need for this for
"the minions*, Dr March felt that, <imilarly, the Principal of
the school is more liKely to require continuing professional
development of his staff rather than for himself. Yet intuitively

it may be that the administrators are the ones who are most in
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1iKely to receive it.

‘Beseanrcherls. . peflecticnss

I would agree with Dr March that it is 1likely that para-
profecscsionals will have pressure put upon tham to accept
compulsory continuing education <(if only to up-grade their
status). However, I alsc feel that professionals will feel
increasing pressures 1o define compulsory continuing education
requirements for themselveg, as the public becomes less
deferential towards them. 14 professions do not define these
requirements for themselves it ie likely that governments will do
it for them. The need for continuing professional development is
liKely to grow exponentially, as will technologqical change.
y
é6-2-9. 'Leisure.

Iotercuigwer’s commentes

Dr March felt that thaore i &« need to break down the distinction
between work and leisure in peoples’ conceptual <frameworks. By
1993 we may 4need to think about all human activity not
necessarily being categorised in as value-laden a way as at
precent. For examp%e; csome people currently talk about leisure as

being ltess valuable than work.
RBeseaccher’s reflectionss

I would agree with Dr March that there is a need to break down
distinctions between work and leisure. 1 feel that technologies
such as computer networking could facilitate this by allowing

pecple to work from home, to search for information in their
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leisure time, and to work in team situations. One woﬁld hope that
such approaches would tend to make work less alienating, and
allow for the incorporation of some of the positive aspects of
wark in leisure activities. Also, such technologies could assist
with‘ the development of new leisure pursuits which are more
socially developmental than the often non-participatory sporting
activities which many Australians currently watch on television

most weekends, and increasingly during the week as well.

Lovernments will  increasingly be called upon to provide and
t

financiaily support such gainful social activity.

We need to redefine worK and leisure and ensure that people ‘are
gainiully engaged in some activity for the 38 hour working week.
Theze activities may not be "work" according to our present
conceptions of employment. It is «clear that many future
empsoyment opportunities will often be in the information and
human development areas, and educators must be trained to convey
this to students and the enticg communi ty. Notions of

unemployment must be re-conce:ved to refer to those whou are not

gainfully engaged in productive activity,
é~-2-18. ESchool buildings.
latepuiowen s commentss

Dr March believed that ccheool buildings will still exist in 1995.
They will be wused partly as central agencies for organising
educational experiences. He found it difficult to see how
practical subjects such as science, art, and bhysécai education
could ke taught efficientl> at home. Art may become more

terminal-oriented; but computers cannot produce quality paintings
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interpreted. Also, learning practical skills
l1ike motor maintenence (psycho-motor skills) requires hands-on
experience with & teacher observing. It is toc costly for

everyone to have his ownh backyard laboratory.

He commented that it is interesting to note that the subjects
which many peope see at present as the "raison d’etre* of the
educational ﬁiocess céuld be taught at home for a large
percentage of the time (for example, mathematics and English).

I

\Reseaccher’s peflectionss
1 ,

i agree with Dr March that the role of scheools will change, and
that many psycho-motor sKills will still need tq be taught in a
group environment in 1995. However, this does not affect the
viability of the broad thrust of my scenario, which does not
propose that students learn at home 188X of the time. Also, Dr
March doeé not appear to appreciate the potentia! for students to
develop "masterpieces” on terminals wi th Lsophisticated
graphics/artistic packages. Computer systems can éimuiate such
things as chemistry experiments, and motor maintenance
a.tivities, often saving money and not exposing students to
dangers from explosions (effectively thfs could allow every
student to have a “backrard taboratory®). My .own view is that
students will learn aspects of all subjects at homz, and other

4

aspects at school.

1 would agree that the school will continue to play a role in
1995, but that it will be significantly changed, and very liKely,
specialise in particular activities. It is virtually certain that
the school will generally be an all-age community education

centre, rather than restricted to children and young people as is
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Qften the case at pre#en%. Thope wilt be a particular emﬁhasis on

the schoo! providing a venue for socialication, ' o

.

d-2-11,. Terminal addiction.

sk

‘doteruiewer s commentes

Dr March indicatea that already som: students are “"hooked* on
‘computer terminals. These are usuaily not the begt students;
rather, ctudents who ar¢e Jecs successfu!. in a conventional “;;
learning environment éeem to g2in some measure of success and

satisfaction in being able to use computer systems.

~y

Reseaaahe:Ls_naileaiinns;

I would comment that it is regrettable that schools have not been

designed so that “*average” students can receive from normal
education the sun~t of feedback and re~inforcement they gain from

-y

computerg. There is a need for educators to recognise that the

features which computers offer {such as immediate feedback of

‘.

results and the ability to study at ohe‘s own pace) are eccential
if average students are to find educational eéxperiences as

. positive as poscible,
&=-2-12, Internatio,al task forces,
lnienuiemebis_commaniSJ

Dr March was unsure whethep young people could be involved in
international tack forces. As an ideal he felt that it would be &
- positive thing; however, he indicateqg that there is a 1imit to
. educators’ imag{nation. Where values are concerned, most people

are innately concervative. For exanple, some educators would
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" peject the use of international task forces as & tearniﬁg mod
because it is not possible to test international task force
participation. Skills and Knowledge which can be more easily

tested tend to be taught.

Beseaccher‘a reflectionsa

I wou'ld agree with Dr‘Mx%ch on this last point. However, this

does not make it any less important for educational programs to

0> broadened to include such things as international task force

¢

participation by young people. Educators with an interest in the

use of cuch techniques could start working now on new approcaches
to vwaluating such activities, so that they can be introduced

more easily into conventional school programs.

~e educators, we should be more careful that we do not shy-away
from difficult decisions. If educators are to have an influence
in the curriculum content of the future, then issues such as the

une above must be confronted and pursued.
6-2-13. Multi-purpose social institutions.

Intecuicweris commentss

-

Dr March indicated that we tend to be a very specialised society.

He fei% that the development of multi-purpose institutions would
be one approach to overcoming this. Another would be to have
greater interchange between institutions. Dr March was unsure
which approach he favoured, but felt that the motivation of the
individuals invcfved could be a problem in implementing such
approaches <(for exampie, in the conte#t of a Youth Remand

‘Centre).
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Besparchearls reflpctinnss

My own feeling is that there needs to be more interchange between

ingtitutions (in the short term) but that institutions should

also aim to be more fluid and multi-purpose in the longer term.

Economic and te;hnologica! costs will prohibit all inectitutions
from providing all services. However, it will become an economic
and <cocial necessity <sor instilutions tp be flexible whilst
developing strong netwnrks with other institutions, and to be
specialised in certain areas. Society is pluralistic, and
practice would tend to indicate the multi-purpose pluralistic

institutions are the more stable politically.

é6-2—-14. Matrix siructures.

}
R ‘.
loteruiswenle commentsa

Dr March felt that expertizc will become more important than

position irn hierarchies., He <21t the thesis that devolution will

-

mean less emphasie being placed on formal position power, was &
supportable one, since mere information would be distributed.
However, hé also indicated that many people gain their rewards
from their péﬁéonal.ﬁogjtion and status, and that it is part o a

basic human tendency to evaluate people using a hierarchical

"approach.

Eesearncther’e reflectionss

-

I would agree that pocition power will become less important in a
devolved computerised structure. However, I disagree that it is
part of basic human nature to evaluate people according to their

position in a-hierarchy. In Western cultures this is certainly
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part of cQErent busiﬁess cultdres:‘ howeﬁer, person-centred value
. srstems  are gradually becoming more genera!lr held, These will
become more pervasive as there is less need to motivate people to
aséire to senior formal positions in tightly structured
hierarchical organisations, which diminish much of a person’s

individuality in return for & high income and social esteem.
6-2-135. New apprcaches to planning.
lptervicswer/s commentzs

Dr March indicated that planning approaches are being continually
developed in education. Peopie are becoming more experienced with
them in the A.C.T. Schools Authority (for example, in relation to
assisting schools update their aims and objectives). He felt that

M

new technoiogie§ could fac:litate more efficient consultation
with "the community in re:ation tov these processes (assuming

citizens &are receptive to being involved).
Researcher’Zz _cefloctivine

I agree with Dr March that planning approaches are continually
being developed, and that new technologies could facilitate more
broad-baced consultation with  wider community qQroups in

educaticnal planning.

The concepts of co-ordination, devolution, participation,
consultation, and networKing are inter-related and will each have
& significant role in the planning approaches to be uced to best

accommodate and gain from the new technologies.
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&-3. CONCLUSIONS : ‘ .

I found my discussion with Dr. March very useful in terms of
considering both the relevance of the Key themes to an
educational aém:nigtrator’s experience in a particular education
cryatem, an& also how the‘scena?io might be implemented in a

©

particutar school. .

in relaticn to the implementation of the scenario M. March made

me parficuiariy aware of the following: |

1

¥ The need for in-service education for both teachers and
educational administrators if new technologies are to be used
effectively. This in-service should i‘nclude componenis dealing
with the use of mastery learning computer packages, the use of
computers in non—-traditional subject areas, and ihe use of real-
time computer systems in educational administration {&s compared

with batch—based'systems>.

¥ The need for schools to be careful in their sc!éction of
computer software. I would érgue that all schools should have an
overall ADP strategic g!an (as do Commonweal th Depar tments) and
that ecoftware chould only be purchased if it can be shown to fit
within this plang  and has been properly tendered for and fully

tested.

¥ The need for research to be Mindertaken into what seﬂior
educational policy maKers perceive as the goals of education. I+
it is desired that &a gignific&nt proportion of Young people
should remain relatively ignorant and come away from school with
‘a.feeling of powerlecssnecss, then it would be most inappropriate

£

for many of the technologies considered in this thesis to be uscd

-




purpose of education woutd be held by virtual!r no present 'day’.\‘

¢

education poitCV~makers (although it could be'argued that this i¢

“~

the result of current approaches to educatici in many cases; eyen

> . -

if it is not the intended purpose).

e b
-,

¢

¥ There needs to be further research undertaken into how'pareﬁts
\ .

could assist with the educatione of their own children.: In
particular, it ne.ds to be determined whether more educatiunal
resources should be direrted to 12w approaches to adult education

s0 that parents can gain ihe neressary conceptual and ,teaching

W

vKills that will assist them in participating in the education of

theii- chiildren.
| &

* More research needs +o be undertaken into approaches tq

. . ' . P . R
participative consultative proceSses in education (as compared
¢
Y v

with representative approacies), which do not require senior

-

educational administrators <¢in this case Principals) to give

~

unreasonably of their time and effort.

®* Further research needs to be undert#ken into the question of
what <Kille will be needed in order forﬁpeoble to be defined as
“cgmmunicatively | competent® in the twenty-first century.

Particular consideration needs to be given to new types of

information acquisition, processing, and dissemination, skills.

’.
.

s &

¥ Considerafion needs to be given to the question of how core

stecial wvalues can  be taught to young people using computer

-

networks as an aid. ' R

¥ _Research needs to be undertaken into how regional conferences

based on the use of communications networks could be made more
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attending an international conference in person).

* It would be useful to Know why students can become “terminal
addicts" but wvery rarely become “addicts' to learning in

conventional learning environments.

-

¥ YLonsideration will need to be given to how educational
administrators who gain their satisfaction from their position

and status could be Kept satisfied in  an organisation which
| g

’!
values expertice rather than formal authority.

More generally, Dr. March has made me aware of how detached one

can become, when dealing with possible futures, fron the actual

every~—day concsicerations faced by senior ceducational

administrators.

There is real value for persons aftempting to deveiny poscsible
and preferable futures to h#ve regular discussions with pragmatic
;énior administratore workKing in the systeﬁ the, are studying.
This will not necessarily change the researcher’s vision. wWhat it
will do ic make him or her aware of issues which need to be faced
if the wvision is to be "sold" to senior practiticners in the

field of interect. -
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Specific conclusions relating to Chapter & of this thesis are

included in sub-section &-3.

In this thesic I have considered how a number of key themes are
'CUPPGHt3Y interacting in public administration and education (in
chapter 4> and how they could affzct them in the future <(in
chapter 95). This is foliowed by a case study which incfudes
consideration of the Iimttationé to the effective implementation
of the Key themes, ac seern by one educational admihistrator,
currently working in the Q.Cvf. school“s csystem, toéether wi th
his wviews on the positive ané negative features which he saw in
the <scenaria, The cave wtudy was particularly use€ul in
highlighting ocne csenior edvcational administrator s view of a

probatyle future for education in the A.C.T. in relation to

-

-

technological change.

In general terms, my Key conclu:iion, based on the evidence I have
analyeed in this thesis, is that computer conferencing, data
procescing, and other new techholougies (including new approaches
to organisationzl design) have great potential to assist with the
restiructuring of educationai_«n@vgeneral public administrative

systems in the {788s and 9bs.
They could be uced to:-—

“ % Make educational opportunities\\more univercsally available
thrbughout people’s lifetimes. Thi%ijs an essential attribute of
an educational s;stem which is desﬂgned to assist people in
ceping with & rapid rate of change. f; is also escential if the

ecanomy ie to rezpond rapidly to changes in demand for goods and

| .’t ‘ 1 QS \\ . \44";
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. services (both domestically and internationally).

o
v

¥ qureaee flexibility of working arrangementé. This will have
real ogtential to assist previously dicadvantaged groups to be
involved Wn the workforce (for example, married womnen with young

children), It will also allow people to have greater choices in

their lifectyles.

¥ Qilow for increaced involvement of percsons in societal

aavernangee., This is particularly important if democratic
' §

decreciorn-makKing ie to result in decisiaons which are baced on

correct inftormation.

¥ Invrove evaluative proceduree both in education and general
punltic administration. In a society which is increasingly
questioning the effectiveness and efficiency of governmental
prooramz, it ie essential that all techniques (particularly
reltatively Jlow-cost techniques) which could ascist with the
tocusing of rpecsources in areas where they will have the most

impact be ucsed.

¥ Reduce the gap which currently exists between work and
ecducation, In a society in which there is a need for regular

retraining, it e important that this gap be diminished.

% Reduce the current gap between work and Jeisure. This would
partly recsult from the increascd flexibility which workers would
have in determining their work patterns. It would also partly
result from the multiple uses to which such technologies as
computer terminals and networkKs could be put (for example, they

could be uvsed for both personal and business communications).
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. Prov@de massive support of aﬁ inforﬁaticn accessing,
pPOCGﬁSiﬂé, and nresentation type to both workers and students.
This information will be able to be provided much more
inexpensively and efficiently than at present. Alsc, the emphasis
will be on assisting both worKers and students focusing-in on the
exact tyvpe of information they need (with the aid of technclogy)
to avoid information overlicad (that is, there will be aax emphasis
on exception reporting in business and tight problem-cdefinition

in educktion). ;

* Improve undeirstanding between nations, and reduce the need to
travel in order to communicate with people of different cultures.
This would both reduce the ucse of non-renewakle resources, and
reduce the potential for warfare resulting from misunderstandings

between persons from different cultures (in the longer term).

* Facilitate new approaches to governance, with more types of
linKages be tween citizene  and their reproscntutives in
Parliament. This is particularly useful when one conciders the
very limited time which parliamentarians have in which to meet

percsonally with their concstituents.

Some dangere which need to be considered before these

technologies are introduced on a wide scale include:~

* That "...the technology is more portable than people often
realize and those countries that offer the best [in this context
meaning the least controlled] requlatory environment could easily
become world information centers." (Hiltz and Turoff, 1978, »p.

Wy

4359 .

¥ The need to invclve citizens and unions in planning for their
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introduction. The non-involument of ‘unions in technological

change has resulted in industrial disputation. It has also

resulted in tﬁe inefficient selection and use of the technology
in questign. It is essential that workers be &b!i te have an
input into the selection of new technologies,; since they often
have a diffefent perspective from management on the “non-

formal ised" aspects of the system with which they work.

¥ The need to ensure that privacy is maintained. It is
particularly important to ensure that international data enclaves
are not allowed to develop which could process Austr;lian data
without the need for th2 protections which Australian law

specifiecs.

# In relation to privacy *...it would cost little to intercept,
screen, and automatically analyze all the computer—stored
communications that a person sends [via a computer conferencing

~systeml." (Hiltz and Turoff, 1978, p. 488).

¥ The need to avoid burn-out and other occupational health
problems resulting-from the over-stimulation which such systems
can provide. This is particularly important when one takes into
account the high rate of burn-out which already occurs with
executives 'using manual systems and the aimost,addictive nature

of many computer gameﬁ.

¥ The need to ensure that, where such systems are used for
evaluation (of ejther students or worKers), the emphasis is on
providing ways of improving rather than on purely negative
evaluation. The dangers in using the equipment purely to control
operators is reflected in the sophisticated monitoring packages

Q

which are already in use for computer input personnel: these will
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no doubt become more sophisticated in future <and include
components which will allow them to do higher level evaluative

work?.

%¥ That such systems do not restrict social intercourse of other
Kinds. This danger is not 2s great as it might first appear,
particularly when one takes into account the reduced need for
travel which these systems could facilitate (the time saved in

travel could be used for socialising).

|

The major limitat;ons are not with the technologies themselves -
they are with the flexibility which is allowed policy developers
in education and general public administration. Unti!
organisation structures are redesigned to allow for greater

responsiveness, it will be difficult for such systems to respond

to the challenges posed by these new technologies.
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8-1. GENERAL PUBLIC ADMINISTRATION

# Jt is obvious that as a result of technological and social
change the APS needs a systems—~disturbing component (this may be
sections or individuals within the APS). As Corbett has
indicated, "Public services need to be creative as change-agents,
or at least some parts of them need to have that sort of
capacity, the tapacity to respond to, and even generate system-
modifying ideas and policy proposale; for if such capacities
exist nowhere in the public service ou. political -social and
economic systems may well suffer the fate of the dinosaur.”

(1978, p. &3,

¥ In view of the fact that "Creativity and invention may...be
influenced within policymaking organizations by institutionally
protecting innovative thinkers from organizationa! conformi ty
pressures"(Dror, 197!, p. 19, 1 wqud recommend that the PSB
investigate ways in which such innovative thinKers could be

identified and protected from conformity pressures.

¥ That the Commonweal th Public Service Board eséablish a unit
similar to the Congressional Clearinghouse on the Future (but on
a much smaller scale) with a responsibility to Keep the
Commonweal th bureacracy up to date on possible long term futures.
This Clearinghouse would also have an educative function for
public servants, and a consultative role in such activities as
liaison with unions on technological change, and in considering
Commonweal th usage of new technologies (such as Videotex) in the

earfy planning stages.

¢
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That the,'éustratian Institute of Public Administrafion;
together with Telecom, investigate innovative approaches for the
use of telecommunications technologies in general public
administration and report the results of these studies in the the
Journal of the Institute. Partic;lar emphasis could be given to
such questions as:

¥ how telecommunications could be used toc improve client
servicing and involvement in planning;
[ % how computer conferencing could facilitate the development
Lf innovative organisational structures in the public sectorj and

* how telecommunications technologies (in particular
Videotex) <could be used tﬁ communicate information to the public
on public sector programs pf relevance to the general community.
The issue of who should fund the ‘a{location of space for

communi ty—type information in such systems could also be

investigated.
8-2. EDUCATION
It is recommended that in relation te education:

¥ The Australian College of Education, together with Telecom,
experiment with the use of such technologies as computer
conferencing, videotex, loud-speaking telephones, and
confravision, in various instructional and educational

administrative contexts - and report the results in Unicoca.

¥ That educators with an interest in the use of-‘such learning
approaches as inierpaticna! task forces of young persons begin
working on student evaluation techniques for these innovative
approaches in order to facilitate their more ready acceptance

into conventional educational environments (whereas Dr March
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points nut in his comments on the scenario fin section 6-2-1141,

those things which can most easily be tested tend to be taught).

-

# That the Australian College of Education liase with the
Overseas Telecommunications Commission in an attempt to develop a
pitot network of regional educational conferences (“Technology

and Education" would be an ideal theme for such a pilot).

* A pumber of educators co—cpérate in the development of schools
To act as *beacons” in each State in the area of teqhnology and
education. A particulairr emphasis might be on the need for both
community participation in the school, and the use of new

technologies €or social development.

1 agree with Dr March that the “School without Walls* could be an
ideal potential *“beacon* in the A.C.T. if funding could be
obtained for it to be structured so that students could learn
from home a significant amount of thé time, using computer

terminals.

¥ State Education Departments and general fRovernment Departments

explore not Jjust the use of computers for dissemination of

information (as with Data Base systems) but for two-way dialogue.

(as with computer conferencing). '

* Foundations consider funding task forces of young pecople to
investigate social problems, with the assistance of data
processing and telecommunications technologies. There would be a
particular emphasis on the young people using computer packages
(such as word processing and statistical packages) rather than on

having them develop customised cohputer systems,
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ﬁauebnmmt ’ in cunsu% tati on ‘with the Statu s
establisn a unit specifically responsible for considering and
publicising long-term issues ip education - in particular in

relation to technological change.
8-3. GENERAL ASPECTS

# There is & need for research to be undertaken dealing witﬁ
inhovative applfcations of satgltite technology in education and
general public administration. The emphasis should be on
%xploring new approaches yhich satei}ites could facijilitate (such
;s national in-service eaucation activities with participants
remaining in their home States) rather than purely on exploring
new ways of delivering traditional programs (such as distance

education programs).

¥ There is. a need for research to be undertaken into how
artificial intelligence based systems may affect education and

public administration in the future.

This area has been relatively neglected up to this point in time,
partly as a result of most government and education systems only
recently coming to grips with the potential impact of micro-

computer systems and computer packages on themselves.

L

Once artificial intelligence based systems becoma more widely
available they <could potentially have a massive impact <(as is
reflected in the scenario). There is & need for unions,
educators, and public administrators to define now 'proferab!e;
futuces in relation to their use if their introduction is to not

result in massive social .conflict,

% There is a need for further research into how 1 anguage
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transtation computer systems might be used in such areas as

ethnic education, and international liaison.

* There is a need for the Australian Law Reform Commission. to
‘ . tnvestigate ways in which criminal data bases could be structured
so that information on minor illegal acts does not “stick" with a

‘-

person for the whoie of his or her life.
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